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DEPARTMENT  OF  THE  ARMY 

OFFICE  OF  THE  CHIEF  OF  STAFF 
WASHINGTON.  D.C.  20310 


SUBJECT:  Resource  Management  Study 


1.  The  Study  of  Resource  Management  on  the  DA  Staff  represents  a detailed 
assessment  of  the  existing  management  capability  of  the  Staff,  an  evalua- 
tion of  alternative  management  organizations,  and  recommended  solutions  to 
significant  management  problems. 

2.  The  Chief  of  Staff  approved  many  of  the  Study  Group  recommendations  as 
a basis  for  Improving  DA  level  resource  management.  Some  recommendations 
were  dropped  from  further  consideration  early  In  the  decision  process  while 
others  have  been  deferred  for  later  action  by  the  Staff. 

3.  Work  groups  composed  of  representatives  of  most  Staff  agencies  are 
presently  Involved  In  preparing  the  detailed  plans  necessary  to  Implement 
the  Chief  of  Staff's  decisions.  These  work  groups  will  reconmend  dates  for 
Implementing  the  functional  transfers  associated  with  the  decisions.  It  Is 
highly  probable  that  separate  Implementation  dates  will  be  selected  for 
various  segments  of  the  study;  these  Implementation  dates  will  be  determined 
In  the  near  future. 


1. 

THOMAS  U.  GREER 
Major  General , GS 
Director  of  Management 


EXECUTIVE  SUMMARY 


PURPOSE  AND  SCOPE 


1.  The  Resource  Management  Study  was  initiated  by  the  Chief  of  Staff 
to  analyze  the  resource  management  capability  of  the  Army  Staff  as  presently 
organized,  to  evaluate  the  applicability  of  a Deputy  Chief  of  Staff  for 
Resource  Management  (DCSRM)  to  DA  Staff  structure,  to  consider  alternatives 
to  both  the  existing  and  DCSRM  organizations,  and  to  recommend  changes 
needed  to  provide  optimum  DA  Staff  capability  for  effective  resource 
management . 

2.  The  scope  of  the  study  included  detailed  analysis  in  the  following 
key  areas: 

a.  Manpower  Management 

b . Training  Management 

c.  Army  Programing  and  Budgeting 

d.  Appropriation  and  Program  management  responsibility 

e.  Integration  of  goals  and  plans  with  resources  (Resource 
Management  Review) 

f.  Resource  Management  Policy 

g.  DA  Staff  guidance  and  decision-making 

h.  Military  and  civilian  career  management  impacts. 

STUDY  CONDUCT 

1.  Early  in  the  study,  detailed  problems  were  identified  with 
respect  to  each  major  functional  area  and  provided  to  the  Staff  for 
comment.  Staff  comments  indicated  general  concurrence  with  these  initial 
study  group  findings,  discussed  in  detail  in  chapter  II. 

2.  Statement  of  the  problems  resulting  from  assignment  and  execution 
of  resource  management  responsibilities,  coupled  with  an  intensive  research 
process,  led  to  detailed  analysis  of  the  capabilities  of  the  current 
organization,  a DCSRM,  and  other  organizations  developed  as  feasible 
alternatives,  to  conduct  effective  resource  management.  This  initial 
analysis  process  (discussed  in  detail  at  Chapter  III)  used  current  DA 
Staff  resource  management  actions  as  requirements  which  were  evaluated 
against  a standard  set  of  criteria,  using  scenario  analysis  and  a modified 
Delphi  technique. 


3.  Refinement  of  resource  management  problems,  and  solutions  thereto, 
continued  through  close  coordination  with  Staff  functional  experts  and  key 
managers  throughout  the  life  of  the  study. 

OVERALL  CONCLUSIONS 

Major  conclusions  of  the  study  were: 

a.  While  the  DCSKM  organization,  which  consolidates  programing, 
budgeting,  financial  management  and  manpower  management  in  a single  DA 
Staff  agency,  is  certainly  a feasible  alternative  organization  which 
would  resulp  in  improvements  to  the  current  performance  of  resource  manage- 
ment, it  is  not  the  best  DA  Staff  resource  management  organization.  A 
DCSRM  at  DA  level  would  reduce  the  functional  load  of  the  DAS,  enhance 

the  role  of  the  Comptroller,  increase  staff  attention  to  integrated  resource 
management,  and  align  the  DA  Staff  organization  with  that  of  two  MACOM's. 

On  the  other  hand,  there  are  a number  of  factors  associated  with  a DCSRM 
organization  that  appear  not  to  maximize  improvements  sought  in  overall  DA 
level  resource  management.  These  include  limiting  the  scope  of  "resources" 
to  funds  and  manpower,  a focus  on  allocation  versus  the  full  spectrum  of 
manpower  management , mixes  fund  and  manpower  management  in  a single  agency 
despite  a near  total  difference  in  controls  and  processes,  provides  an 
excessive  concern  for  funding  of  civilian  personnel  versus  all  aspects  of 
military,  civilian  and  contract  manpower,  and  fails  to  consider  fully  the 
critical  need  for  face/space  coordination. 

b.  All  Manpower  management  functions  must  be  consolidated  in 

a single  Staff  agency  in  order  to  develop  an  integrated  Manpower  management 
process . 

c.  All  military  Training  management  functions  must  be  consolidated 
in  a single  Staff  agency.  The  existing  divided  staff  responsibilities 
exacerbate  the  lack  of  fully  integrated  training  resource  justification. 

d.  The  organizational  separation  of  Programing  and  Budgeting 

is  inefficient.  Split  staff  responsibilities  lead  to  duplication  of  effort 
between  PA&E  and  COA,  create  the  potential  for  disconnects  between  long 
and  short  range  resource  decisions,  and  fail  to  provide  resource  integration 
for  all  years  within  a single  Staff  Agency. 

e.  Resource  management  responsibilities,  in  terms  of  FYDP/OMA 
Program  management,  should  be  closely  aligned  with  functional  responsibilities. 

f.  An  effective  Resource  Management  Review  capability  must  be 
developed  at  DA  Staff  level  to  ensure  integration  of  goals,  priorities, 
guidance,  and  affordability  with  Army  resources. 

g.  There  is  a need  for  a singular  Army-wide  Policy  for  Resource 
Management.  No  comprehensive  policy  document  currently  exists  which 
addresses  management  of  total  Army  resources. 
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RECOMMENDATIONS 


1.  Study  group  recommendations  were  presented  to  the  Select 
Committee  (SELCOM)  on  4 April,  18  April,  and  4 May  1978.  A Vice  Chief 
of  Staff  decision  following  the  initial  SELCOM  meeting  caused  certain 
issues  to  be  deferred  for  later  study  or  dropped  from  further  consideration. 
These  issues  are  outlined  in  detail  at  Chapter  XIX. 

2.  Chief  of  Staff  decisions  of  25  May  1978  on  SELCOM  recommendations 
(outlined  in  detail  at  Chapter  XIX)  are  summarized  as  follows: 

a.  Manpower 

(1)  Consolidate  all  manpower  management  responsibility  under 

DCSPER. 

(2)  Continue  DCSOPS  responsibility  for  force  structure. 

b.  Training 

(1)  Consolidate  responsibility  for  all  military  training 

under  DCSOPS. 

(2)  Continue  DCSPER  responsibility  for  loading  the  training 
base,  professional  development,  career  management,  civil  education,  civilian 
training  and  pre-commission  training. 

c . Resource  Management  Review  (RMR) 

(1)  Charge  Director,  PA&E,  OCSA,  with  responsibility  for 
Resource  Management  Review. 

(2)  Ensure  COA  assistance  to  PA&E  for  RMR  requirements 
involving  budget,  current  and  prior  fiscal  years. 

d.  Base  Operations  (BASOPS)  and  Other  Functional  Transfers 

(1)  Transfer  the  following  program/ functional  management 
responsibilities  from  COA: 

- BASOPS  Troop  Support  Activity  management  to  DCSLOG 

- BASOPS  RPMA  management  to  COE 

- FYDP  Program  9 to  DCSPER 

t Functional  management  of  BASOPS  Account  N to  DCSPER 

- AIF  management  (exclusive  of  fiscal  responsibilities 
to  DCSLOG) 
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(2)  Charge  DCSLOG  with  Major  Program  responsibility  for 
management  of  an  administrative  program  entitled  “Troop  support  Activities", 
consisting  of  Accounts  A,  B,  C,  D,  E,  F,  G,  N,  P,  Q. 

(3)  Charge  COE  with  Major  Program  responsibility  for 
aanapement  of  an  administrative  program  entitled  "Real  Property  Maintenance 
Activities",  consisting  of  Accounts  H,  J,  K,  L,  M,  R. 

e*  Resource  Management  Policy  — Charge  COA  with  development  of  an 
Army-wide  policy  for  management  of  resources. 

f . Implementation 

(1)  D/M  is  responsible  for  detailed  planning,  with  tentative 
implementation  date  of  1 October  1978. 

(2)  DAS  is  authorized  to  approve  detailed  implementation 
plans,  subject  to  adjustment  based  upon  on— site  management  survey  results. 

BENEFITS 

The  overall  benefits  expected  by  CSA  decisions  to  realign  functional 
responsibilities  include: 

a.  Manpower 

(1)  Improved  Manpower  management,  justification,  and 
face-space  integration. 

(2)  Fixed  responsibility  for  Manpower,  with  a clearly 
visible  DA  Staff  manager. 
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b.  Training 

(1)  Closer  relationship  between  training  resource  requirements  and 
readiness  status. 


(2)  Fixed  responsibility  for  military  training,  with  a clearly 
visible  DA  Staff  manager. 


c.  Resource  Management  Review 

(1)  Greater  potential  to  Integrate  total  resource  requirements 
with  Army  goals,  priorities  and  policies. 

(2)  Mandatory  review  of  all  actions  having  resource  Impact. 
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(3)  Fixed  responsibility  for  Resource  Management  Review, 
with  a clearly  visible  DA  Staff  manager. 

d . BASOPS  and  Other  Functional  Transfers 

(1)  Improved  program  management  of  Troop  Support  Activities 
and  RPMA  along  functional  lines. 

(2)  Closer  alignment  of  Troop  Support  Activities  and  RPMA 
with  Army  goals,  missions  and  priorities. 

(3)  Enhances  COA  fiscal  and  appropriation  management  posture 
through  elimination  of  program  and  account  directorship  responsibilities. 

IMPLEMENTATION 


1.  Detailed  implementation  planning  will  be  accomplished  by 
functionally  oriented  work  groups.  The  Director  of  Management  will 
coordinate  work  group  planning  efforts  to  ensure  successful  implementation 
of  CSA  approved  management  concepts. 

2.  Transfer  of  agency  functional  responsibilities,  personnel, 
equipment  and  facilities  is  the  subject  of  certain  "ground  rules", 
outlined  at  the  Chief  of  Staff  Memorandum  at  chapter  XVII. 

3.  Although  1 October  1978  was  initially  determined  to  be  the 
implementation  date,  not  all  functional  transfers  appear  adaptable  to 
that  date.  Work  groups  will  each  recommend  the  best  implementation  date 
for  their  area  of  interest  as  part  of  the  implementation  plan. 

4.  Per  CSA  decision,  the  Director  of  the  Army  Staff  is  delegated 
authority  to  approve  the  implementation  plan. 

KEY  OBSERVATION 


1.  This  study  was  conducted  with  a minimum  size,  but  highly  qualified, 
full  time  membership.  Also,  an  "open  door",  "no  secrets"  policy  was 
followed  from  beginning  to  end.  Thus  there  was  frequent  contact  with  DA 
Staff  members,  especially  action  officers  and  division  chiefs,  who  now 
manage  the  functions,  systems,  and  processes  which  were  under  scrutiny. 

2.  The  Study  Group  was  especially  impressed  with  the  dedication  of 
these  "workers"  of  the  Army  Staff.  It  is  primarily  this  dedication  that 
has  prevented  serious  resource  management  problems  even  though  the  structure 
and  processes  of  the  Army  Staff  were  plagued  with  critical  weaknesses 

and  deficiencies. 
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3.  With  needed  organizational  and  ayatem  improvements,  and  drawing 
upon  the  same  dedicated  people,  the  DA  Staff  should  at  one  and  the  same 
time  become  more  effective  in  resource  management  and  more  professionally 
satisfying  for  those  involved. 
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I.  INTRODUCTION 


ORGANIZATION 

1.  The  Resource  Management  Study  Group  (RMSG)  was  formed  by 

CSM  77-5-36,  Subject:  Study  of  Resource  Management  on  the  Army  Staff, 
19  July  1977,  as  amended  by  CSM's  77-5-39  and  77-5-59  (Appendices  A 
through  C) . 

2.  The  study,  chaired  by  MG  Homer  S.  Long,  Jr.,  included  repre- 
sentatives from  the  following  LA  Staff  agencies:  OCSA  (PA&E) , DCSOPS, 
DCSLOG,  DCSPER  and  COA.  Study  members  are  listed  at  Figure  1-1 . 

BACKGROUND 


1.  The  intent  of  the  May  1974  DA  Staff  reorganization,  which 
eliminated  the  Office  of  the  Assistant  Chief  of  Staff  for  Force  De- 
velopment and  created  the  existing  Staff  organization,  was  to  fix 
responsibility  in  the  major  areas  of  personnel  management,  plans  and 
operations,  materiel  acquisition,  logistics,  and  financial  management. 
The  thrust  of  the  reorganization  included  adjustment  of  both  the  organi- 
zational structure  and  Staff  procedures  so  as  to: 

a.  Improve  efficiency 

b.  Eliminate  fragmented  responsibilities 

c.  Consolidate  and  clearly  define  responsibilities  for  key 
functions,  e.g.,  manpower,  materiel  acquisition,  logistics 

d.  Transfer  operational  functions  from  the  Staff 

e.  Strengthen  management  areas 

2.  The  full  intent  of  the  1974  reorganization  has  not  been 
achieved.  Although  the  materiel  acquisition  process  was  strengthened 
dramatically,  compromise  solutions  to  other  problems  resulted  in  split 
Staff  responsibilities  for  key  functions.  The  most  notable  of  these 
functions  is  manpower  management  which  was  organizationally  spread  among 
six  separate  Staff  agencies  to  the  extent  that  no  true  manpower  manager 
was  designated.  Another  key  example  is  in  management  of  individual  and 
unit  training,  each  the  responsibility  of  a different  Staff  agency. 

3.  The  1974  Staff  reorganization  resulted  in  some  cases  in  split 
Staff  functional  and  resource  management  responsibilities  such  as  for 
Base  Operations,  with  the  Comptroller  of  the  Army  (COA)  as  program 
director  but  with  functional  management  responsibilities  for  diverse 
areas  spread  among  many  Staff  agencies,  and  the  Operations  and  Mainte- 
nance Army  (OMA)  appropriation  with  the  COA  as  appropriation  director 
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but  with  functions  similarly  spread.  In  both  cases  this  has  forced  the 
COA  into  a role  as  multi-functional  coordinator  in  addition  to  his  prime 
responsibility  for  fiscal  management. 

4.  A 1977  Staff  Manpower  Functions  Responsibilities  Study  Group 
reviewed  the  current  alignment  of  manpower  functions.  Significant  find- 
ings, conclusions  and  recommendations  of  the  study  include: 

a.  The  May  1974  Staff  reorganization  did  not  achieve  the  objec- 
tive for  elimination  of  fragmented  manpower  management  responsibilities. 

b.  The  manpower  allocation  system  is  not  fully  integrated  with 
the  manpower  utilization  system. 

c.  A formal  manpower  manager  training  program,  to  include  a 
military  career  field,  does  not  exist. 

d.  The  location  of  the  manpower  manager  is  secondary  to  his 
existence . 

e.  Recommended  that  a study  on  the  feasibility  of  a DA  Deputy 
Chief  of  Staff  for  Resource  Management  (DCSRM)  be  conducted. 

5.  The  General  Research  Corporation  (GRC)  conducted  recent  studies 
of  the  current  Army  organization  in  the  areas  of  manpower,  logistics,  and 
automated  systems.  Their  findings  Indicate: 

a.  Inconsistent  and  unclear  definitions  of  functional  responsi- 
bilities are  evident  in  Army  and  Chief  of  Staff  Regulations. 

b.  Redundancy  and  bottlenecks  in  procedures. 

c.  Need  for  formal  training  in  manpower  management  functions. 

d.  Need  for  single  Army  resource  data  base  under  the  management 
of  an  overall  administrator. 

6.  The  Financial  Management  Improvement  Program,  discussed  at  Chap- 
ter VII,  was  the  prime  financial  management  related  study  utilized  by 

the  study  group  for  analysis  with  respect  to  fiscal  management. 

HISTORICAL  PERSPECTIVE 


1.  Army  resource  management  efforts  have  changed  markedly  from  pre- 
World  War  II  to  the  present.  The  following  is  a summary  of  those  periods 

Pre-World  War  II  to  1953:  Fragmented  technical  service  resource 
management  activities,  with  no  effective  cross-functional  central 
management  resulted  in  stovepiped  addressal  of  resource  requirements 
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Key  functions  such  as  manpower  management  and  research  and  develop- 
ment affected  World  War  II  battlefield  requirements,  despite  efforts 
to  develop  a vertically  integrated  resource  management  agency.  The 
office  of  the  Comptroller  was  established  in  1948  to  improve  Army 
financial  management  activities. 

Between  Korea  and  McNamara:  The  first  OSD  Comptroller  was 
responsible  for  restructuring  the  Congressional  defense  appropri- 
ations categories  along  functional  lines.  These  functional  cate- 
gories deprived  the  technical  services  of  their  own  budgets,  a 
major  step  toward  their  dissolution.  Resource  management  coordi- 
nation for  activities  fragmented  among  Staff  agencies  and  the 
technical  services  was  difficult.  This  task  was  assigned  to  the 
Secretary  of  the  General  Staff.  Expansion  of  the  Army  Secretariat 
to  parallel  OSD  created  five  functionally  oriented  assistant 
secretaries,  four  involved  in  resource  management  activities: 
financial  management,  manpower  and  reserve  forces,  logistics,  and 
research  and  development . 

1961  to  1965  - The  McNamara  Period:  The  Project  80  study 
disestablished  the  headquarters  of  the  Chiefs  of  the  Technical 
Services,  except  the  Surgeon  General  and  Chief  of  Engineers. 
Additionally,  agencies  were  created  to  better  manage  weapons 
systems,  training,  personnel  management,  and  long-range  combat 
doctrine.  The  Director  of  Army  Programs  was  assigned  responsi- 
bility for  coordinating  the  Army  budget  and  program  under  the 
McNamara  mission-oriented  Planning,  Programing,  and  Budgeting 
System.  Resource  management  during  this  period  became  systems 
oriented. 

Vietnam  and  VOLAR  Periods:  The  office  of  Assistant  Vice  Chief 
of  Staff  was  established  to  integrate  Army  resource  management 
functions.  The  Army  planning,  programing  and  budget  cycle  was 
institutionalized  with  an  OCSA  directorate,  Program  Analysis  and 
Evaluation,  coordinating  Staff  activities.  Resource  management 
functions  during  this  period  were  marked  by  increasing  participation 
by  the  Army  Staff  in  justifying  integrated  resource  requirements  to 
OSD  and  the  Congress  and  the  development  of  SELCOM  decisionmaking 
on  the  critical  resource  management  issues. 

2.  A more  detailed  history  of  the  Army  resource  management  organi- 
zation for  the  cited  periods,  provided  by  Dr.  James  E.  Hewes,  Jr.,  Office 
Chief  of  Military  History  is  provided  at  Appendix  D. 

PURPOSE 

1 The  study  purpose  was  to  analyze  the  capability  of  the  Army 
Staff, ’as  presently  organized,  to  conduct  resource  management  and  to 
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develop  and  recommend  a Staff  structure  which  would  provide  optimum 
management  capability. 

2.  Missions  assigned  to  the  RMSG  included: 

a.  Assess  the  feasibility  and  effects  of  integrating  programing, 
budgeting,  financial  management  and  manpower  management  responsibilities 
in  a single  Army  Staff  agency. 

b.  Propose  and  evaluate  the  effectiveness  of  alternative  organi- 
zational concepts  to  resolve  existing  resource  management  related  problems. 

c.  Develop  an  Army  resource  management  policy. 

d.  Assess  and  make  recommendations  for  Staff  organizations  and 
procedures  to  optimize  training  management. 

e.  Assess  and  make  recommendations  for  improvements  to  military 
and  civilian  career  fields  as  a result  of  required  organizational  changes. 

f.  Propose  an  implementation  plan  for  the  approved  course  of 

T action. 

DRAFT  REPORT 

A draft  report  was  staffed  with  each  Staff  agency  on  10  March  1978. 
Additionally,  information  copies  were  provided  to  major  field  commands. 
Staff  comments  which  led  to  detailed  analysis  and  refinement  of  recommenda- 
tions made  to  the  SELCOM  and  CSA  are  summarized  In  nine  major  areas  at 
Figures  1-2  through  1-10. 

REPORT  STRUCTURE 

1.  The  next  three  chapters  separately  address  the  overall  study  plan, 
the  analysis  procedure  and  methodology  used  throughout  the  conduct  of  the 
study,  and  the  overall  analysis  results.  Thereafter,  each  remaining  chap- 
ter outlines  the  detailed  findings  and  recommendations  for  key  Staff  areas 
of  interest.  The  summary  provides  a study  perspective  in  terms  of  the 
RMSG  recommendations  provided  to  the  SELCOM  on  eight  major  issues. 

2.  Chapter  XIX  focuses  on  DA  Staff  decisions  regarding  implementation 
of  the  RMSG  recommendations.  VCSA  and  SELCOM  actions  included  deferral  or 
dropping  of  certain  issues  from  further  study  consideration  and,  in  some 
cases,  choice  of  alternative  solutions  to  be  recommended  to  the  CSA. 

CSA  decisions  are  summarized  at  Figure  XIX-1. 
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MANPOWER  MANAGEMENT 
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Figure  1-3 
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IMPLEMENTATION  PLAN 


II.  STUDY  PLAN 


GENERA], 

1.  The  first  task  of  the  Resource  Management  Study  Group  (KMSG)  was 
to  develop  a plan  of  study  that  would  ensure  a complete  examination  of 
resource  management  on  the  Army  Staff.  This  chapter  provides  an  overview 
of  that  plan  as  well  as  a brief  discussion  of  some  preliminary  work  lead- 
ing to  its  development. 

2.  Early  study  group  discussions  focused  on  the  details  of  the 
study  plan  and  on  the  analysis  methodology.  Central  to  both  efforts  was 
deciding  on  the  "framework"  or  "environment"  which  the  RMSG  should  use  to 
examine  resource  management  on  the  Army  Staff.  One  of  the  Army  Staff's 
major  tasks  with  respect  to  resource  management  is  to  obtain  from  OSD, 

OMB  and  the  Congress  sufficient  resources  to  perform  its  mission;  and 
this  task  has  to  be  accomplished  within  the  constraints  of  the  Planning 
Programing  and  Budgeting  System  (PPBS) . Therefore,  because  of  its 
importance  as  the  dominant  system  within  which  the  Army  Staff  has  to 
operate,  the  PPBS  was  chosen  as  the  analysis  "environment."  By 
examining  resource  management  within  the  context  of  this  dominant  system, 
other  aspects  of  the  Army  staff  management  environment  could  be  considered 
and  evaluated.  Increases  in  micro-management  on  the  part  of  OSD,  OMB  and 
the  Congress,  declining  resources  and  escalating  costs,  more  sophisticated 
weapons  and  complex  training  techniques  are  certain  of  these  aspects. 

3.  After  completing  preliminary  interviews  and  discussions,  and 
establishing  the  PPBS  as  the  "environment"  for  the  analysis  phase, 

a study  plan  was  developed  in  sufficient  detail  to  permit  a coordinated 
effort  on  the  part  of  each  individual  on  the  study  group.  The  principal 
phases  in  the  plan  follow: 

a.  Establish  the  Essential  Elements  of  Analysis. 

b.  Conduct  detailed  research. 

c.  Define  the  problem. 

d.  Develop  the  DCSRM  alternative. 

e.  Develop  other  feasible  alternatives. 

f.  Conduct  detailed  analysis  of  DCSRM  and  alternatives. 

g.  Formulate  conclusions  and  recommendations. 

h.  Develop  Chief  of  Staff  decision  briefing. 

i.  Develop  implementation  plan  and  monitor  implementation. 
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In  the  remaining  paragraphs  each  of  these  steps  will  be  discussed  briefly; 
details  will  be  presented  in  later  chapters. 

ESTABLISH  THE  ESSENTIAL  ELEMENTS  OF  ANALYSIS 

1.  The  Essential  Elements  of  Analysis  (EEA)  were  established  as  a 
series  of  questions,  the  purpose  of  which  was  to  aid  in  maintaining  the 
principal  focus  of  the  study.  The  EEA  proved  most  helpful  and  were 
referred  to  frequently  throughout  the  study  since  they  consisted  of  ques- 
tions, the  answers  to  which  were  fundamental  to  sound  conclusions  and 
recommendations.  The  thrust  of  the  EEA  mirrored  the  RMSG  mission  as 
stated  in  the  CSM;  they  are  listed  under  the  following  four  major  group- 
ings : 


a.  CURRENT  ORGANIZATION  AND  MANAGEMENT  ENVIRONMENT 

(1)  What  does  the  term  resource  include? 

(2)  What  are  the  current  resource  management  problems? 

(3)  Which  of  the  problems  are  attributable  to  the  current 

organization? 


b.  DCSRM  ALTERNATIVE 

(1)  How  would  the  DCSRM  concept  apply  to  the  DA  Staff? 


(2)  What  effect  would  DCSRM  have  on  current  problems? 

c.  OTHER  ALTERNATIVES  AND  FACTORS: 

(1)  What  are  the  alternative  organizations  to  the  DCSRM? 

(2)  How  well  can  each  perform  resource  management? 

(3)  What  factors  other  than  organization  need  consideration? 


tion, 


d. 
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What  are  the  relative  merits  of  the  current  organiza- 
DCSRM  and  feasible  alternatives? 


2.  Answers  to  these  EEA  are  contained  throughout  the  report.  For 
example  the  answer  to  the  last  question  is  the  subject  of  Chapter  IV, 
Results  of  Analysis. 


CONDUCT  OF  DETAILED  RESEARCH 

1.  The  objective  of  the  detailed  research  phase  was  to  ensure 
thorough  education  of  RMSG  members  and  complete  coverage  of  all  aspects 
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of  resource  management.  Research  consisted  of  individual  interviews, 
briefings,  document  review  and  fact  finding  trips  to  selected  MACOMs  and 
installations.  Individual  interviews  were  begun  very  early  and  these 
proved  to  be  most  valuable  in  adding  to  the  list  of  documents  to  be 
researched  and  other  individuals  who  should  be  interviewed.  Briefings  on 
such  subjects  as  manpower  systems,  training  load  development  and  force 
structuring,  provided  an  understanding  of  the  complex  nature  of  the 
resource  management  environment.  MACOM  trips  provided  an  insight  to  the 
resource  management  problems  as  viewed  from  subordinate  levels  and  the 
success  or  failure  potential  of  the  DCRRM  concept.  A list  of  individuals 
interviewed,  briefings  received  and  trips  made  is  given  at  Tables  II-l 
to  11-3.  A complete  listing  of  studies,  directives,  and  documents 
researched  is  at  Appendix  E. 

2.  Research  was  continuous  and  whenever  a new  approach  or  analysis 
method  was  suggested,  it  was  pursued.  Working  relationships  that  were 
not  described  in  regulations  or  in  other  documents  became  clear  during 
the  numerous  interviews  conducted.  Research  was  the  most  important  phase 
of  the  study  since  it  was  essential  that  each  member  become  fully  knowl- 
edgeable in  order  to  play  an  active  role  in  identifying  the  resource 
management  problems  and  in  assessing  the  relative  merits  of  organiza- 
tional alternatives  during  the  analysis  phase  of  the  study. 

DEFINITION  OF  THE  PROBLEM 


1.  Problem  definition  was  viewed  as  an  essential  step  in  the  study 
effort  for  if  no  problems  could  be  identified,  there  would  be  no  pur- 
pose in  continuing  the  study.  Based  on  the  results  of  initial  research 
a statement  of  existing  problems  was  developed.  This  was  staffed  and 
only  minor  disagreement  resulted.  After  completing  the  analysis  phase 
these  problems  were  further  refined  and  are  summarized  below  under 
functional  headings:  (NOTE:  These  same  headings  are  referred  to  through- 
out the  report  as  the  initial  "Major  Issues"): 

a.  MANPOWER  MANAGEMENT: 

(1)  Organizational  split  of  functional  responsibilities 

results  in: 


No  functional  head. 
Weak  justification. 
Poor  use  of  expertise. 
Complex  coordination. 


Inadequate  reports. 


— Fragmentation  of  available  expertise  and  tools. 

— Lack  of  proper  controls. 

— Poor  management  reputation. 

Inadequate  cost,  people  consideration. 

(2)  MACOM  flexibility  hampers  DA  management. 

(3)  Inadequate  use  is  made  of  actual  utilization  data  in 
analysis/decisionmaking . 

b . ARMY  PROGRAMING : 

(1)  Organizational  split  with  budgeting  results  in: 

Potential  for  disconnects  between  long  and  short 
range  resource  decisions. 

Conflicting,  confusing  resource  guidance. 

Excessive  duplication  of  analyst  effort  — PA&E/ COA. 

(2)  Current  PA&E  "fire  fighting"  role  diverts  focus  from 

programing . 

c.  RESOURCE  MANAGEMENT /ROLE  OF  COA: 

(1)  OMA  management  responsibilities  force  COA  into  a pro- 

ponency  role. 

(2)  COA  is  responsible  for  OMA  decisionmaking  but  without 
a functional  basis. 

(3)  Functional  managers  view  COA  objectivity  as  an 
impossibility. 

(4)  Although  COA  is  charged  with  resource  review  responsi- 
bility, focus  is  on  fiscal  management  - functional  involvement  limits 
his  RM  review  role. 

(5)  Most  RM  review  now  falls  to  PA&E  by  default. 

(6)  The  Army  Staff  does  not  effectively  manage  Army  Indus- 
trial Fund  activities. 

d.  TRAINING: 
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(1)  Functional  fragmentation  of  training  responsibilities 
(Individual  vs  Unit): 

— Adversely  affects  measurement  of  total  force  readi- 


— Adversely  affects  justification  of  integrated  train- 
ing resource  requirements  and  hampers  response  to  training  base  challenges. 

Precludes  development  of  effective  tradeoffs  between 

Programs  2 and  8-T. 

(2)  Without  a Staff  Director  of  Training,  optimization  of 
training  resources  in  terms  of  research,  developments,  support  and  evalu- 
ation is  difficult  (if  not  impossible). 

e.  DECISIONMAKING  AND  ROLE  OF  DAS: 

(1)  Excessive  use  of  committees  for  other  than  critical, 
timely  coordination  results  in: 

— Functional  managers  discouraged  from  decisionmaking. 

— Great  loss  of  managerial  time. 

(2)  Adequate,  timely  guidance  is  not  a certainty. 

(3)  Some  "critical  decisions"  get  little  attention. 

(4)  Those  responsible  not  always  involved  in  decisions. 

(5)  SELCOM  schedule  is  too  crisis  oriented. 

(6)  Limited  CSA  involvement  on  a timely  basis. 

f.  RM  POLICY: 

(1)  Existing  directives  are  unclear,  confusing,  and  lacking 
in  positive  direction. 

(2)  There  is  no  sound,  firm  policy  on  which  to  base  RM 
actions  or  guidance. 

(3)  DA  Staff  has  little  capacity  for  assisting  the  field 
with  problems,  or  for  validating  the  guidance  provided. 

(4)  The  term  "Resources"  is  undefined,  variously  understood. 

(5)  The  term  "Resource  Management"  is  more  buzz-word  than 
specific  function  in  most  usage. 
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The  details  pertaining  to  each  of  these  problems  will  be  presented 
in  later  chapters.  For  example  the  Manpower  Chapter  will  expand  on  the 
above  statements  pertaining  to  manpower  as  will  the  Programing  Chapter 
with  respect  to  programing.  In  each  of  the  chapters  pertaining  to  a 
functional  area,  problems  will  be  stated  and  examples  of  why  they  exist 
will  be  followed  by  a recommendation,  either  functional  or  procedural 
which  should  help  eliminate  or  considerably  alleviate  the  problem. 

DEVELOPMENT  OF  DCSRM  AND  ORGANIZATIONAL  ALTERNATIVES 


The  RMSG  mission  specifically  directed  evaluation  of  the  DCSRM 
organization  as  well  as  alternatives  to  the  DCSRM.  As  a result  of  research 
and  problem  definition  the  RMSG  concluded  that  several  alternatives  to 
the  DCSRM  were  possible  but  that  before  any  detailed  analysis  could  be 
conducted,  each  had  to  be  developed  in  sufficient  detail  to  permit  an 
understanding  of  how  that  organization  would  have  to  function.  In  Chap- 
ter III,  Analysis  Procedure  and  Methodology,  details  of  these  organizations 
are  presented. 

DETAILED  ANALYSIS  OF  DCSRM  AND  ALTERNATIVES 


1.  The  purpose  of  the  detailed  analysis  phase  was  twofold.  First, 
to  determine  what  type  of  general  organizational  changes  (if  any)  needed 
to  be  made  on  the  Army  Staff,  and  second  to  determine  what  type  of 
resource  management  procedural  changes  should  be  implemented.  The  anal- 
ysis phase  also  contributed  to  broadening  the  knowledge  of  individual 
study  group  members.  Since  a "scenario"  technique  was  employed,  all  study 
group  members  were  totally  involved  in  making  evaluations.  By  using  this 
technique,  the  RMSG  was  able  to  absorb  a myriad  of  detail  and  uncover 
additional  areas  requiring  investigation  which  might  otherwise  have  gone 
unnoticed. 

2.  Early  in  the  study  effort  attempts  were  made  to  locate  computer 
techniques  which  could  aid  in  evaluating  the  various  organizations.  But 
this  search  was  not  fruitful  and  as  a result,  the  scenario  technique  was 
adopted.  The  procedures  presented  in  Chapter  III  should  perhaps  be  further 
refined  by  an  organization  like  CAA  or  DM  in  order  to  establish  a "standard 
analysis  technique"  for  use  in  future  studies  involving  the  comparative 
analysis  of  alternative  organizations. 

3.  The  RMSG  concluded  early  in  the  study  that  participation  and 
involvement  by  "key  players"  throughout  the  duration  of  the  Study  would 
aid  both  in  conduct  of  the  analysis  and  in  formulating  conclusions  and 
recommendations.  Therefore,  in  addition  to  the  specific  interviews, 
discussed  earlier,  key  briefings  were  provided  which  resulted  in  addi- 
tional ideas  and  specific  guidance  relative  to  the  Study  effort.  These 
are  listed  below: 

a.  IPR  VCSA  15  Sep  77 
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b.  Two  Star  Conference  8 Nov  77 


c.  SELCOM  IPR  14  Dec  77 

d.  IPR  CSA  16  Dec  77 

e.  IPR  VCSA  3 Mar  78 

f.  Brief  ASA's  - Mar  78 
FORMULATION  OF  CONCLUSIONS  AND  RECOMMENDATIONS 

1.  Formulation  of  conclusions  and  recommendations  followed  completion 
of  the  analysis  phase.  Details  are  provided  in  subsequent  chapters  and  are 
summarized  in  chapter  XVIII. 

2.  A procedure  used  to  test  the  validity  of  analysis  results  and  to 
assist  in  the  formulation  of  conclusions  and  recommendations  was  to  hold  a 
series  of  conferences  on  the  key  aspects  of  the  study.  These  were  held 
after  the  bulk  of  the  scenario  analysis  was  completed.  The  conferences 
were  primarily  oriented  on  the  functional  areas  being  reviewed  (Manpower, 
Training,  OMA/BASOPS,  Program  Budget,  etc.),  and  afforded  Action  Officers 
and  others  involved  an  opportunity  to  provide  comments  and  recommendations 
to  the  Study  Group. 

3.  Three  SELCOM  meetings  were  held  to  formulate  final  DA  Staff 
recommendations  to  the  CSA.  The  first,  held  on  4 April,  was  primarily 
informative  and  resulted  only  in  decisions  relative  to  deferred  issue’s 
and  a target  implementation  date.  At  the  2nd  and  3rd  SELCOMs,  18  Apr 
and  4 May  78  respectively,  substantive  recommendations  were  finalized. 

CSA  DECISION  BRIEFING  AND  IMPLEMENTATION 

1.  The  CSA  made  decisions  relative  to  study  recommendations  on 

25  May  1978.  These  will  be  discussed  in  detail  in  chapter  XIX.  Imple- 
mentation is  discussed  in  chapter  XVII. 

2.  The  next  chapter  presents  the  details  of  the  analysis  procedure 
and  is  followed  by  the  chapter  which  describes  the  results  of  the 
analysis. 
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KEY  PERSONNEL  INTERVIEWED 


GEN  Guthrie 

MG  Whitehead 

GEN  Kroesen 

MG  Williams 

GEN  Starry 

BG  Brown 

LTG  (Ret.)  Kallergis 

BG  Bruen 

LTG  Fuller 

BG  Delaune 

LTG  McGiffert 

BG  Hale 

LTG  Meyer 

BG  Lawrence 

LTG  Johansen 

BG  Noah 

LTG  Shoemaker 

BG  Weinert 

LTG  Smith 

BG  Wright 

LTG  Trefry 

BG  Wilson 

LTG  West 

COL  Donovan 

Mr . Leonard 

COL  Masters 

MG  Akers 

COL  Oberg 

MG  Buckingham 

COL  Penzler 

MG  Cochran 

COL  Singletary 

MG  Faith 

COL  Woodall 

MG  Fazakerley 

COL  Woods 

MG  Graham 

LTC  Ferguson 

MG  Greer 

Mr.  Phillips 

MG  Heiden 

Mr.  Connell 

MG  Kingston 

Mr.  Hobbs 

MG  Lynch 

Mr . Ryan 

MG  (Ret.)  Lynn 

Dr.  Hewes 

MG  Peixotto 

Mr.  Allen 

MG  Seigle 

Mr.  Kennedy 

MG  Thurman 

Mr.  Roach 

MG  Posner  (USAF) 

Adm  Salzer  (USN,  Ret.) 


Table  II-l 
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BRIEFINGS  RECEIVED 


Manpower  Management  Process 
TOE  Development/Approval 

Materiel  Acquisition  Process 

Reserve  Component  Resource  Management 
Cost  Analysis  Activities 
SACS 

FORDIMS 

PROBE 

USAF/USN  Resource  Management  Organization 
Training  Management  Process 

Life  Cycle  Personnel  Management 


Table  II-2 


II-9 


MACOM/ INSTALLATION  BRIEFINGS  - DISCUSSIONS 
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Table  II-3 


III.  ANALYSIS  PROCEDURE  AND  METHODOLOGY 


GENERAL 

1.  A thorough  search  was  made  to  locate  an  ADP  model  which  could  be 
used  to  evaluate  the  various  organizational  alternatives  developed.  In 
that  the  search  for  such  a model  was  not  successful,  a scenario  analysis 
evaluation  method  was  adopted.  A very  simple  ADP  model  was  later  developed 

* by  the  RMSG  but  was  only  useful  for  evaluating  the  sensitivity  of  scenario 

results.  The  methodology  for  the  analysis  phase  was  structured  around 
this  scenario  technique  and  although  subjective,  scenario  exercises  resulted 
in  so  many  thousands  of  independent  evaluations  that  erroneous  conclusions 
because  of  bias  or  surface  knowledge  were  highly  unlikely.  The  decision 
to  use  the  scenario  technique  led  to  the  development  of  the  following 
sequence  of  steps  in  the  analysis  methodology: 

a.  Review  the  details  of  the  resource  management  environment. 

b.  Determine  evaluation  criteria. 

c.  Develop  typical  resource  management  actions. 

d.  Establish  a modified  delphi  evaluation  technique. 

e.  Establish  the  base  case. 

f.  Conduct  scenario  analysis  exercises. 

g.  Assess  the  relative  merits  of  organizations. 

h.  Evaluate  analysis  results. 

i.  Use  ADP  models  for  sensitivity. 

j.  Document  logic  and  conclusions. 

2.  Key  steps  in  the  above  methodology  can  be  more  easily  understood 
by  referring  to  the  scenario  analysis  graphic  at  Table  III-l.  At  the  left 
of  the  graphic  are  listed  various  actions  associated  with  phases  of  the 
PPBS.  These  formed  the  basis  for  each  scenario  conducted.  The  success 

in  processing  and  completing  these  actions  was  assessed  for  each  of  the 
alternative  organizations  in  terms  of  certain  criteria  which  were  used 
to  measure  the  likelihood  of  that  success.  For  each  scenario  con- 
ducted, alternative  organizations  received  a numerical  evaluation  and  were 
then  ranked  in  relative  order.  The  ADP  model  shown  in  the  graphic  was 
used  as  a sensitivity  check  on  these  scores.  The  remainder  of  this  chap- 
ter describes  the  details  of  this  analysis  procedure  and  in  general, 
follows  the  underlined  headings  in  the  graphic. 
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PPBS  CHARACTERISTICS  AND  TYPICAL  ACTIONS 

1.  Since  the  PPBS  was  established  as  the  environment  or  frame- 
work with  which  to  conduct  scenario  analysis  and  to  analyze  resource 
management  on  the  DA  Staff,  the  RMSG  developed  a list  of  typical  actions 
which  covered  the  entire  spectrum  of  the  PPBS  and  were  used  to  assess 
specific  functions  the  study  group  was  tasked  to  analyze.  Table  III-2  is 
an  example  of  the  type  summary  developed  for  each  action  processed. 

Table  III-3  contains  a complete  list  of  typical  actions,  categorized  by 
PPBS  phases,  components  and  unique  characteristics.  An  example  of  such 
an  action  is  the  request  by  USAREUR  for  an  increase  to  ALO  authorization 
for  combat  units.  This  was  one  of  USAREUR' s FY  79-83  PARR  position 
narratives  so  it  was  structured  for  scenario  analysis  as  follows: 

a.  PPBS  Phase  — Programing 

b.  Phase  Component  — Program  Formulation 

c.  PPBS  Characteristic  — PARR  processing 

d.  Typical  Action  — ALO  Increase  - Europe 


1 1 1 -2 


x crenarlo  Title:  Sizing  for  FY  80-84  POM 

2.  .^IMd  t^l^SSSBUSSS.'  5lZln8' 

3.  n.t.in  of  Action:  OSD  generated. 

4.  o-aff  Responsibility.:  PA4E 

5.  Scenario  Summary: 

a.  Logistics  Sizing  for  ProgramJlevelopMnt^ls^f  iret^^^^ 

the  Army  in  the,Tantat£V,BPfp^arded  to  the  Services  in  October  and 

fi”f  ke  ikes  i°r  eernoturing^service^programs^  «* 

brtic“  including  ^l^sition.  equipment  distribution,  base 
operations,  etc. 

. n_  _ tppctm  a PPGM  is 

b After  OSD  considers  Service  comments  °nThis  document  contains  the 
published , usually  in  the  *? ^"p/e^ion It  Also  dictates  to 

be°eddressed  in  the  Service  POMs. 

c.  This  year,  the  Army  mill  -»  *££££?£  X Chi- 

XT.  XX  t\vxx\TX 

use  in  building  the  F¥  JO-SA  progra  • < eoluLi  in  this  "horse 

report  because  of  classification).  The  ti  ^ ^ know  it.  Principal 

blanket"  constitutes 6 7 8 *  lo*istic8  ® proCedure  were  DCSRDA,  DCSOPS  (RQ) , 
players  in  the  development  of  thi  P using  the  PGRC  structure 

and  PA&E . The  procedure  was  staf  ^ ^ of  the  guidance 

as  a staffing  mechanism.  It  planning  than  programing 

S2S! 

development. 

6.  Approval  Authority:  CSA 

, a rmv  staff  and  MACOMs 

7.  Tmpl ementation : Army  btaii 

8.  Notes; 

For  readers  of  RMSG  study  report; 

The  above  scenario  waS  ^"^tutio^of  th^ne^OSD  guidance 
“ t^^ii^t-  0-iaanc.  (CG).  The  CG  was  used  in  a later 

scenario . 
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2.  The  actions  listed  in  the  table  II1-3  clearly  demonstrate  the 
emphasis  placed  on  programing,  budgeting  and  manpower  related  events. 
Emphasis  was  also  placed  on  the  need  to  utilize  actions  that  had  occurred 
recently  and  in  fact  most  of  those  in  the  table  occurred  within  the  last 
1 to  1-1/2  years.  Not  all  actions  were  based  on  actual  DA  experience.  For 
example  the  wartime  and  emergency  actions  had  to  be  hypothetical  in 
order  to  test  organizational  alternatives  operating  in  that  crisis  envi- 
ronment. Throughout  the  analysis  phase  typical  actions  were  added  to  the 
list  whenever  gaps  in  the  RMSG  coverage  of  resource  management  became 
apparent.  Concurrent  with  the  development  of  the  library  of  typical 
actions  the  RMSG  outlined  the  possible  organizational  alternatives  for 
use  during  the  scenario  exercises. 

THE  ORGANIZATIONAL  ALTERNATIVES 

1.  The  RMSG  was  specifically  tasked  to  "assess  the  feasibility, 
desirability  and  expected  impact  of  consolidating  programing,  budgeting, 
financial  management,  and  manpower  management  responsibilities  in  a 
single  Army  Staff  agency."  The  consolidation  of  all  of  these  activities 
is  commonly  referred  to  as  the  establishment  of  a Deputy  Chief  of  Staff 
for  Resource  Management  (DCSRM) . This  was  the  first  organization  developed 
for  scenario  analysis.  The  alternatives  to  the  DCSRM  were  developed  by 
focusing  on  the  consolidation  of  programing  and  budget  alone,  on  manpower 
alone,  or  on  both  consolidations  but  in  different  staff  agencies.  The 
matrix  at  Table  III-4  illustrates  these  various  alternatives  by  listing 
the  possibilities  with  respect  to  programing  and  budgeting  on  the  left 

of  the  matrix  and  the  possibilities  with  respect  to  manpower  consolidation 
across  the  top.  The  alternatives  are  also  listed  by  number  below  the 
matrix.  A specific  example  of  an  alternative  to  the  DCSRM  would  be 
number  9 on  the  table,  the  OPS+/COAr  alternative.  This  alternative  con- 
solidates all  manpower  functions  in  DCSOPS  while  preserving  that  aspect  of 
the  DCSRM  pertaining  to  the  consolidation  of  programing  and  budgeting  (i.e. 
programing  to  COA+.)  Repetitive  or  impossible  combinations  were  eliminated 
from  consideration  and  are  crossed  out  on  the  matrix.  Additionally,  the 
line  reflecting  PAE+  (on  the  left  of  the  matrix)  was  eliminated  because  such 
a change  was  considered  as  a minor  modification  to  the  status  quo  (AS  IS) . 
That  is,  PAE  would  not  assume  all  budget  responsibilities,  but  could  be 
staffed  with  a few  additional  people  so  the  budget  could  be  more  closely 
monitored.  Organization  for  training  management  was  also  assessed  by 
the  RMSG  using  the  scenario  technique  but  this  does  not  appear  on  the 
matrix  since  there  are  only  two  possibilities  (DCSOPS  or  DCSPER) . Train- 
ing is  described  in  detail  in  Chapter  VIII. 

2.  Beginning  with  Table  III-5  and  ending  with  Table  III-15,  the 
organizational  alternatives  are  shown  in  summary  form.  The  first  table 
shows  the  conceptual  DCSRM  with  manpower,  programing  and  budgeting 
amalgamated  within  COA.  Following  this,  each  organizational  alternative 
(not  crossed  out  in  the  matrix)  is  shown  with  key  functions  highlighted. 
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Table  II1-4 


CONCEPTUAL  DCSRM 


Consolidate  all  systems  (OPS.  COA.  PAE) 

Considered  to  be  nucleus  for  manpower.  Pure  "fORCE"  Development/ Plans  remain  In  OPS. 
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• KanttY 
m rm  prvTLofrrrr 

mm  SPACT  ALLOCATION 

• CIVIL  LAM 

mm  mr  PEVCLOPJ<rCT 
••  SPACt  ALLOCATION 
••  MT  ALLOCATION 
mm  COST  INC 

• rOACE  rANACtMTNT 

••  ACTITATION/INACTIVATIOH 

mm  COCRITNATlOS 

onto 

• Kn.  & civ  KAKpevn  career  proc 

• AYIU 

• cnr  program 

• NEXBC3  PCRC 

fYSTBS 


• A."? 

• FAS 

• C5S 

• SACS 

• TAADS 


• ACCOWTINC 
•REPORT I KC 


• mil  a cr.  P/.T 

• CONTRACT  r I HAN'T  INC 

• CONTRACT  WCITTOIg 

• SAKKIRC  * 

• »Ukmor 

WDCCT  tmTICN 


iALAN.l  A**N5 

• ktccrn  *:ssit  rrs?> 

• VPtATE  UC/CSA'YCM 

• ncsno*  ALL  A-PXS 

pcpcct  pkosw^n  •/yy.MiATios 

• Ai'MtOKLiTlTN  ANALYSIS 

• POLICY  CCrtWLVCE 

• poc  for  pin# 

• pot  ro*  pajor  issrts  (scorn) 

• MVTLOPS  FISCAL  LPTLS 

• analyze  paccp  srcx:fsies 

• PREPARE  ANB  CUT  END  :C0~ 

• CIVILIAN  COST  INC 
PCC//_rTOSDA  ' TL  ITT 


• on\ 

• ATP 

• Afff' 

• iasops  psoauLr 

fTMTA 

• CHAIRMAN  SIC 

• *Or?EN  ?.“C 

• AST  Or.T. CPXTNT lESBT'.T  1 ON 

• CAO  POC 

• SHKTT  LIAISC::  CONFESS 
APPSS  COftlTTn* 

app  srsrr>< 


WOIV) 

• iiaf'  it  it  lb  cr:?ANctn.r.T\s> 

• IFSPONf 1SILITY 

• tvsvitSTO* 

• pop/a  top  p'»irm  ci^nc? 

• PAJm  itmi  (^*k»a») 

• rmr  icroAOlm  »ir/A\  jY«r 

r*!! 

• AaHT  wimni 

• A HALT  EC 

• stai  p coda®  m no* 

Q£ 

• 9tr.STOSSttn.TTT 

• US  PA  ICR 

rnrtwjt  n*r*r*-  iftn 


On  the  organization  charts  certain  agencies  appear  as  empty  blocks.  This 
indicates  that  no  functional  changes  need  occur  in  that  agency. 

3.  The  organizations  shown  were  used  to  conduct  the  scenario  analy- 
sis exercises  and  certain  of  these  appeared  as  the  "most  likely"  choices 
to  help  solve  the  Army  Staff  resource  management  problems.  But  it  is 
Important  to  understand  at  this  point  that  the  organization  finally 
recommended  by  the  RMSG  does  not  match  precisely  any  of  those  shown. 

This  is  because  certain  procedural  and  system  related  changes 

appeared  necessary  during  the  analysis  phase.  These  in  turn  drove  other 
functional  changes  not  shown  on  the  organization  tables.  The  tables  then 
display  those  organizations  used  during  the  basic  scenario  analysis 
which  resulted  in  certain  fundamental  conclusions  and  recommendations 
regarding  the  placement  of  functions.  A complete  description  of  the 
results  of  analysis  is  given  in  the  next  chapter  and  in  that  chapter  the 
organization  recommended  by  the  RMSG  will  be  discussed. 

4.  Prior  to  beginning  scenario  analysis,  one  more  analysis  tool 
had  to  be  developed — the  evaluation  criteria. 

EVALUATION  CRITERIA 


1.  In  order  to  "measure"  the  likelihood  of  success  of  each  of  the 
organizational  alternatives  a set  of  concepts  or  frame  of  reference  of  a 
typical  military  staff  organization  with  successful  resource  management 
(i.e.  articulating  the  need  for,  and  obtaining,  sufficient  resources 
from  higher  authority  and  managing  these  resources  to  achieve  success  in 
accomplishing  assigned  mission)  as  its  goal  had  to  be  established.  Each 
of  the  concepts  in  the  frame  of  reference  can  be  variously  labeled: 
"attributes,"  "dimensions,"  "properties,"  etc.,  but  for  the  purpose  of 
the  RMSG  effort  the  term  Evaluation  Criteria  was  chosen.  The  criteria 
were  chosen  based  on  what  it  was  with  respect  to  the  organization  that 
had  to  be  analyzed  and  for  the  ease  with  which  they  could  be  used  to 
assign  a relative  score  to  each  organizational  alternative.  The  criteria 
chosen,  explained  by  several  key  questions,  are  as  follows: 

EVALUATION  CRITERIA 


a.  Responsibility 

o Is  it  fixed/divided/clear? 

o Is  there  clear  responsibility  for  integrating  resources? 

b.  Guidance 

o Is  there  ready  access  to  leadership? 
o Is  there  likelihood  of  consistency? 
o Is  there  likelihood  of  integration? 
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c.  Functional  Compatibility 


I 


o Are  newly  assigned  functions  in  harmony  with  other  functions 

and  responsibilities?  I 

I 

d.  Checks  and  Balances 

I 

o Is  the  number  excessive — about  right? 
o Is  the  quality  good? 

o Is  there  chance  for  proponency  conflict? 

e.  Workload  Distribution 

o Is  span  of  control  excessive — too  little? 
o Is  there  PPBS  overload/duplication? 
o Do  other  agency  duties  conflict  workload  wise? 

f.  Staff  Coordination 

o Is  organization  consolidated? 
o Is  there  excessive  layering? 
o Is  Staff  interaction  too  much? 

g.  Information,  Tools,  Expertise 

o Will  "experts"  hear  about  action? 
o Will  "experts"  impact? 
o Are  "experts"  available? 

h.  Internal  Army  Impact 

o Is  there  organizational  compatibility  with  MACOM's? 
o Can  organization  be  responsive  to  commands?  To  Army  Staff, 

Reserve  Components? 

i.  Image — OSD/Congress 

o Can  the  organization  project  a coherent/integrated  voice? 
o How  about  image  before  GAO,  OSD? 

J.  Support  of  overall  FM  objectives 

o Can  organization  complete  actions  successfully? 
o Is  there  potential  improvement  in  the  justification  process? 
o Is  the  organization  efficient,  (l.e.  best  use  of  resources?) 

The  use  of  these  criteria  during  scenario  analysis  is  described  in  the 
next  section. 
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Conduct  of  Scenario  Analysis  Exercises  and  Scoring  Technique 

1 A typical  scenario  analysis  exercise  began  with  a detailed 
description  by  a member  of  the  KMSG  of  one  of  the ^ typical  actions 
listedPat  the  beginning  of  this  chapter.  If  the  spokesman  for 
oArticular  exercise  found  himself  weak  in  certain  aspects  of  the  action 
“e  .ia?£  were  celled  to  fill  in  the  details.  The  KMSC 
used  this  approach  frequently  to  ensure  complete  understanding  of  the 
action  to  be  analyzed.  Following  the  discussion  of  the  action, 

individual  in  the  study  group  assigned  a 8CJreto^e  CUscores  from  0 to 
{ Ac  tr/As  Is)  in  order  to  establish  a base  score.  Scores  rr 

10  were  assigned  by  each  individual  to  each  of  the  evaluation  criteria 
in  the  preceding  eection.  Scoring  rules  used  for  scenario 

analysis  were  as  follows: 


gr.PIARIO  SCORINC  RULES 

• . gange  of  poeilble  •eorti  lor  each  criteria:  0 to  10 
b.  Score  1 f licliion  cannot  b«  Mil  cno  w«jr  or  ttao  othar:  5 

e.  "Confortable"  acora:  4,  5,  6 

4,  "Ixtrcfltt”  •coro:  0,  1 and  9,  10 
a.  Accaptabla  deviation  fro*  average:  2 potato 

f.  Scora  Meanings : 

With  raapact  to  the  ■'action"  and  SPSS  "characterlatlc"  under 

conaldarat loo, and  tha  criteria  bain*  evaluated, the  organtaatlon 

eppeera  to  hava  tha  followln*  chanca  of  aucceaa: 

Ixtreue  10  Perfect  Chance 

9 Outstanding  Chance 

Positive  8 Excellent  Chance 

7 Very  Cood  Chance 

t Cood  Chanca 

Csafortabla  S "Cannot  Say”  or  "Eeeeltne" 

4 Pair  Chance 

Negative  3 gather  Poor  Chance 

2 Poor  Oiance 

Inreae  1 Vary  Low  Chance 

0 No  Chance 

Any  criteria  eeore  which  devlataa  IroM  tha  group  average  by 
■ere  then  two  polnte  wuat  be  orally  defended  and  If  aueh  a 
caae  oeeure,  all  group  Mabera  nuat  raaeore  that  criteria 
and  continue  to  do  co  until  tha  deviation  la  within  2 polnte 


mis  pare  K rawrtc“a 
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2 . In  subparagraph  f of  the  scoring  rules  the  meaning  of  the  scores 
and  the  classifications  used  are  shown.  Score  meanings  are  reflections 
of  the  probabilistic  measure,  "chance  of  success."  This  is  a type  of 
measure  with  classifications  from  "No  chance"  to  "Perfect  chance."  Since 
the  RMSG  assigned  a numerical  score  to  these  classifications  the  measure- 
ment system  could  be  described  as  a combination  of  two  levels  of  measure- 
ment, ordinal  and  interval. 

3.  Subparagraph  g of  the  scoring  rules  describes  what  occurred  when 
an  individual's  score  deviated  from  the  "norra."  The  RMSG  referred  to  this 
process  as  a "modified  Delphi"  approach.  RMSG  members  were  asked  to  indi- 
vidually "score"  an  organization's  chance  of  success  and  were  collectively 
shown  the  scores  assigned  by  the  other  members  of  the  group.  Individuals 
were  then  given  the  opportunity  to  discuss  the  intent  of  "differing" 
scores  and  others  then  had  the  opportunity  to  adjust  their  own  score 
based  on  their  reaction  to  the  logic  of  the  discussion.  (In  a pure  Delphi 
approach,  individuals  do  not  know  the  identity  of  the  other  "scorers", 
only  what  their  scores  are.)  This  process  was  time  consuming  but  very 
beneficial  in  that  members  in  the  group  often  had  to  modify  their 

scores  when  confronted  with  logic  from  others  who  appeared  better  informed. 
Another  beneficial  result  of  this  technique  was  that  at  times  a key  point 
was  considered  by  only  one  or  two  members  in  the  group  and  the  logic  was  so 
sound  that  the  remaining  modified  their  scores  by  taking  the  point  into 
consideration.  When  disagreement  could  not  be  resolved  after  reasonable 
discussion,  Staff  experts  were  called  in  to  address  the  specific  issues. 
Only  when  the  RMSG  was  in  relative  agreement  did  the  analysis  process 
continue. 

4.  After  a group  evaluation  for  the  current  organization  was 
established  (the  base  case) , the  next  organization  evaluated  was  the 
ASIS/OCA+  (organization  // 7 , the  organizational  alternative  wherein  pro- 
graming is  combined  with  budgeting  in  COA) . If  the  group  evaluation  for 
that  organization  was  higher  than  the  current  organization,  it  was  con- 
cluded (for  the  action  under  consideration)  that  the  consolidation  of 
programing  and  budgeting  was  good,  and  organizations  wherein  this 
consolidation  did  not  take  place  were  eliminated  from  further  considera- 
tion. The  RMSG  continued  using  the  modified  Delphi  technique  until  a 
group  evaluation  was  established  for  each  organization  not  so  eliminated. 
The  end  result  of  this  "modified  Delphi"  technique  was  one  overall 
evaluation  per  organization  for  each  of  the  "typical  actions."  A sample 
scoring  sheet  is  shown  at  Table  III-16. 

Sensitivity  Analysis  Procedure 

1.  Sensitivity  analysis  basically  consisted  of  weighting  certain 
components  or  characteristics  of  the  PPBS  and  by  weighting  certain 
evaluation  criteria.  The  sensitivity  phase  of  the  analysis  therefore 
considered  certain  events  in  the  PPBS,  or  certain  evaluation  criteria, 
as  more  "critical"  or  "important"  to  the  success  of  DA  resource  manage- 
ment than  others.  A sample  weighting  scheme  is  shown  in  Table  111-17. 
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Table  III- 16 


COMPONENT  PHASE  CHARACTERISTIC 


’Framing"  of  the  Program 
Maior  Issues 


Foreign  Military  S»l« 


% 

Possible  combinations  of  weights  total  in  the  millions  so  obviously  an 
ADP  model  was  necessary  to  accomplish  this  phase  of  the  analysis. 

2.  The  results  of  the  analysis  process,  to  include  sensitivity,  are 
discussed  in  the  next  chapter. 
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IV.  RESULTS  OF  ANALYSIS 


GENERAL 


t The  scenario  analysis  exercises  described  in  Chapter  III  resulted 

in  the  identification  of  key  organizational  changes  that  should  be  made 
in  the  Army  Staff.  The  exercises  also  assisted  in  establishing  the 
framework  for  an  Army  wide  Resource  Management  Policy  and  the  foundation 
• for  procedural  changes  which  are  needed  in  order  to  enhance  resource 

management  review  at  DA  level.  This  chapter  describes  the  results  of 
that  analysis  in  terms  of  the  organizational  alternatives  described  in 
the  previous  chapter.  Initial  and  detailed  scenario  analysis  results 
are  presented,  followed  by  those  resulting  from  sensitivity  analysis. 

RESULTS  OF  INITIAL  ANALYSIS 


1.  Thirteen  scenarios  were  used  in  the  initial  analysis;  and  they 
generally  resulted  in  the  elimination  of  several  organizational  alter- 
natives. These  scenarios,  which  are  listed  at  table  IV-1,  represented 
primarily  program/budget  type  actions,  and  all  but  one  involved  manpower. 
It  was  mentioned  in  Chapter  III  that  if  during  scenario  analysis,  pro- 
graming in  COA  was  evaluated  as  beneficial,  then  those  organizations 
wherein  that  consolidation  did  not  take  place  could  be  eliminated.  This 
happened  in  all  of  the  initial  thirteen  scenarios.  Therefore,  one  con- 
clusion made  early  in  the  study  was  that  combining  programing  and  budget- 
ing in  COA  was  efficient  and  beneficial.  Although  this  conclusion  was 
based  primarily  on  the  first  thirteen  scenarios,  it  was  tested  continually 
in  later  scenarios  with  no  change  in  the  basic  conclusion.  One  of  the 
principal  reasons  why  the  combination  of  programing  and  budgeting  was 
evaluated  as  beneficial  was  the  clear  need  for  a better  means  of  tying 
plans,  program  priorities  and  budgets  together  in  a goal  oriented, 
justifiable  manner. 


r- 


ACTIONS  USED  DURING  INITIAL  ANALYSIS 
o Activation  of  Chemical  Units 

o Transfer  of  National  Advertising  for  Army  Reserves 
o OSD/Congressional  Civilian  Reduction  in  CY  77 
o Program  Review  for  Development  of  the  FY  79  - 83  Program 
o FY  79  - 83  USAREUR  PARR  Position  Narrative  - "ALO  INCREASE" 
o Initial  Issue  of  Funds  for  FY  78 
o Budget  Execution  Review,  FY  77  Budget 
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o CITF  - Contracting  Base  Operations  at  Fort  Cordon 

o Preparation  of  the  FY  80  - 84  APPGM  (Force  Packaging  Methodology,  etc) 
o Preparation  of  the  CY  77  May  PBG 
o Processing  the  CY  77  COBE's 
o BRC  Budget  Review  for  the  FY  79  ZBB  to  OSD 
o Manyear  Utilization  PBD,  FY  78  Budget 

Table  IV-1 


2.  Many  of  the  Initial  scenarios  Illustrated  how  poorly  the  DA 
Staff  Is  currently  organized  for  resource  management  and  how  these 
organizational  weaknesses  are  often  obscured  by  personal  effort  and 
dedication.  The  RMSG  found  evidence  of  "sweat  shops"  throughout  the 
staff  where  excessive  workload  was  the  rule  rather  than  the  exception. 
This  is  particularly  true  in  Staff  program/budget  shops  which  often 
simultaneously  manage  program  development,  budget  defense  and  current 
year  execution  for  specific  fiscal  programs. 


3.  The  positive  evaluation  of  programing  combined  with  budgeting 
caused  the  RMSG  to  drop  the  following  organizations  from  further  con- 
siderations : 


CONSOLIDATE 

MANPOWER 


CONSOLIDATE 

PROGRAMING/BUDGETING 


ACSM 

0PS+ 

PER+ 

COA+ 


ASIS 

ASIS 

ASIS 

ASIS 


Specific  results  for  the  remaining  six  alternatives  follow. 

4.  The  initial  range  of  evaluations  pertaining  to  the  remaining 
six  alternatives  are  shown  at  Table  IV-2.  These  evaluations  indicate 
that  the  "chance  of  success"  of  the  current  organization  with  respect  to 
the  initial  thirteen  scenarios  is  not  believed  to  be  as  good  as  any  of 
the  others  shown.  The  evaluations  also  show  that  unless  manpower  is 
consolidated  (it  is  not  in  the  ASIS/C0A+) , little  improvement  results. 
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* 
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' INITIAL  RANGE  OF  ORGANIZATIONAL  EVALUATIONS 


Table  IT-2 


5.  Of  the  remaining  four  alternatives  (the  DCSRM  and  alternatives 
B,  C,  and  D)  only  three  were  considered  feasible  and  were  retained  for 
detailed  evaluation.  Alt  B,  the  ACSM/COA+,  was  eliminated  because  it 
was  considered  highly  impractical  to  organize  a separate  staff  agency  for 
the  sole  purpose  of  manpower  management.  The  overhead  for  such  an  agency 
would  be  an  excessive  drain  on  the  already  limited  manpower  resources  on 
the  Army  Staff. 

6.  At  table  IV-3  the  range  of  evaluations  by  criteria  are  shown  for 
the  current  organization  and  for  the  three  alternatives  that  "survived" 
the  initial  analysis.  These  evaluations  indicate  that  the  current 
organization  has  serious  weaknesses  with  respect  to  certain  criteria  like 
responsibility,  workload  distribution  and  impact  on  commands.  The  evalu- 
ations also  show  that  any  of  the  other  three  alternatives  could  be 
adopted  and  substantial  improvement  would  result.  The  precise  numbers 
shown  are  immaterial,  for  it  is  the  comparative  evaluation  that  is 
Important  and  comparatively,  the  results  of  conducting  thirteen  program/ 
budget  related  scenarios  can  be  summarized  as  follows: 


DCSRM 

is  better 

than  Current  Organization 

Program  -1-  Budget  in  COA 

is  better 

than  Current  Organization 

Consolidating  Manpower  in 
DCSOPS  or  DCSPER 

is  better 

than  Current  Organization 

DCSRM 

may  or  may  not 
be  better 

than  combination  OPS+/COA+ 
or  PER+/COA+ 

ACS  (M) 

is  more  costly 

in  organization  overhead 

than  current  or 
alternative  organizations 


INITIAL  RANGE  OF  CRITERIA  EVALUATIONS 
(Based  on  Thirteen  Scenarios) 


Evaluative 

Criteria 

Responsibility 

Guidance 

Functional 

Compatibility 

Checks  and 
Balances 

Workload 

Distribution 

Coordination 

Tools 

Internal  Impact 
Image  ' 
Objectives 
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RESULTS  OF  DETAILED  ANALYSIS 


1.  During  the  detailed  analysis  phase  of  the  study  a total  of  46 
additional  scenarios  were  used  to  evaluate  the  relative  merits  of  the 
three  remaining  alternatives  (a  complete  list  of  scenarios  used  was  shown 
in  chapter  III,  table  III-3) . The  location  for  the  consolidation  of  man- 
power and  whether  training  management  should  be  consolidated  in  DCSOPS 
were  the  two  major  considerations  during  the  detailed  analysis  phase. 

The  range  of  evaluations  for  the  remaining  alternatives  is  displayed  at 
table  IV-4.  Just  as  in  the  initial  analysis,  these  evaluations  show  that 
any  of  the  three  alternatives  would  be  an  improvement  over  the  current 
organization.  However,  the  evaluations  indicate  that  there  are  negative 
aspects  associated  with  placing  manpower  under  OCA  (the  DCSRM) ) . It  was 
believed  that  manpower  in  COA  would  result  in  excessive  emphasis  on  civilian 
space/dollar  allocation.  (A  commander  only  needs  dollars  for  spaces  he 
actually  intends  to  fill , not  for  those  he  intentionally  keeps  empty.) 

Also,  dollars  can  be  allocated  with  great  speed  compared  to  the  time  it 
takes  to  document  and  get  proper  authority  to  fill  an  allocated  space  - 
and  the  dollars  are  only  needed  when  the  space  is  filled.  Also,  manpower 
in  COA  was  evaluated  low  whenever  emergency  or  wartime  scenarios  were 
conducted.  During  these  situations  the  face/space  connection  becomes 
critical.  Empty  spaces  do  no  good  - and  it  is  essential  to  know  where 
they  are.  The  alternative  which  placed  manpower  in  DCSPER,  (PER+/COA+) 
on  the  other  hand  continually  performed  well  because  the  managing  of 
"faces"  and  "spaces"  would  be  accomplished  in  one  agency.  This  was  be- 
lieved more  essential  to  successful  resource  management  than  managing 
dollars  and  spaces,  or  force  structure  and  spaces,  in  one  agency.  The 
latter  two  interfaces  were  believed  to  be  just  as  critical  with  respect 
to  effective  resource  management  but  could  be  solved  by  improved  coordina- 
tion and  ADP  system  Interfaces,  while  improvements  needed  in  face/space 
management  could  only  be  gained  by  managing  the  two  from  one  agency. 

During  the  detailed  analysis  phase  the  RMSG  concluded  that  manpower  and 
comptroller  functions  (the  dollar/space  alternative)  were  not  compatible 
in  that  the  controls  and  processes  associated  with  the  two  functions 
were  not  at  all  similar. 
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2.  At  Table  IV-5  final  evaluation  by  criteria  are  given.  These 
show  that  the  PER+/COA+  performed  better  than  the  other  possibilities. 

Again  it  was  the  near  year,  emergency,  or  war  time  scenarios  that  caused 
this  to  happen.  As  long  as  the  scenarios  dealt  with  the  management  of 
empty  spaces,  the  DCSRM  or  the  OPS+/COA+  scored  well  but  as  soon  as  faces 
became  a consideration,  as  in  the  OSD/ Congressional  Civilian  Reduction  in 
CY  77,  those  two  organizations  did  not  perform  as  well.  (In  that  action, 
knowledge  of  filled  and  empty  spaces  became  critical.  No  RIF  was  permitted 
and  the  reduction  was  absorbed  through  spaces  not  filled  and  attrition.) 

In  such  an  action,  the  manpower  and  personnel  reporting  systems  have  to 
complement  one  another  if  smooth  response  is  to  be  expected. 
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3.  Throughout  the  analysis  process  many  observations  were  made 
pertaining  to  the  relative  merits  of  the  DCSRM  and  the  options  of  placing 
manpower  in  either  DCSOPS  or  DCSPER.  These  observations  are  shown  begin- 
ning at  Table  IV-6  and  ending  with  IV-8.  With  respect  to  the  DCSRM  the 
pros  and  cons  indicate  that  there  may  be  a better  solution  for  overall 
resource  management  than  combining  programing,  budgeting  and  manpower  all 
in  one  agency,  and  in  fact  the  best  solution  lies  not  in  consolidating 
incompatible  functions  like  manpower  and  dollar  management,  but  in  con- 
solidating compatible  functions  and  then  giving  functional  proponents  the 
authority  and  resources  to  match  their  responsibilities.  If  this  is  done 
then  the  Comptroller  (DCSRM,  Resource  Coordinator  or  whatever)  ends  up 
with  no  proponency  since  none  of  his  functions  require  authority  over  the 
direct  management  of  resources.  This  concept  will  be  discussed  in  con- 
siderable detail  in  later  chapters. 
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SENSITIVITY  ANALYSIS 


1.  The  results  of  the  detailed  scenario  analysis  indicated  that  the 
question  - "where  should  manpower  be  consolidated?"  was  the  most  difficult 
to  answer.  For  this  reason  sensitivity  analysis  was  confined  to  the 
manpower  question  - more  specifically  should  manpower  be  consolidated  in 
DCSPER,  DCSOPS  or  COA  (the  DCSRM)?  To  obtain  more  information  relative 
to  the  location  for  the  manpower  consolidation,  12  manpower  related 
actions  were  chosen  for  sensitivity.  These  are  shown  at  Table  IV-9. 


ACTIONS  USED  FOR  SENSITIVITY  ANALYSIS 


ACTION  0 


2 

5 

8 

16 

18 

21 

27 

32 

36 

43 

44 
46 


ACTION  TITLE 


TOE  Change 

OSD/Congressional  Civilian  Reduction 
USAREUR  PARR  Request  "ALO  Increase" 

CITF  Ft  Gordon  Contracts 
FY  80-84  TAA 

Preparation  of  the  FY  80-84  APPGM 
Preparation  of  the  May  77  PBG 
Budget  Major  Issues 

Lieberman's  Questions  FY  78  OMA  Budget 
RC  Civilian  Technicians 
Outbreak  of  Hostilities 

OSD  Directed  Civilianizatlon  of  Military  Positions 


Table  IV-9 
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2.  Many  sensitivity  weighting  schemes  were  possible  and  several 
were  used,  however,  the  results  of  only  three  such  weightings  is 
presented.  A single  weighting  scheme  was  used  for  the  PPBS  phases,  com- 
ponents and  characteristics  while  three  schemes  were  used  for  the 
evaluation  criteria.  PPBS  weightings  selected  were  shown  in  the  previous  * 

chapter  (Table  III-13),  and  the  three  criteria  weightings  are  at  Table 
IV-10.  The  sensitivity  analysis  gave  some  interesting  results  particularly 
with  respect  to  varying  weights  for  evaluative  criteria. 


CKITEKIA.  WEIGHT  IMG  FOR  SEHSITIVITT  AKAIT3IS 
EVALUATION  CUTTER IA  WEIGITING  OPTION  1 WEIGHTING  OFTION  2 

1.  Responsibility  1.5  2.0 


2.  Cuidance  1.0 

3.  Functional  Compatibility  1.0 

4.  Chacka  and  Balancaa  .5 


.5 


1.0 

.5 


3.  Workload 


1.0 


1.0 


6.  Coordination  1.5 

7.  Toole*  1.0 

8.  Internal  Army  Impact  .5 

9.  Inage  1.0 

10.  Support  of  KM  Objectives  1.0 


1.5 

.5 

1.5 

1.0 

.5 


10.0 


10.0 


WEIGHT  IMG  OPTION  3 
.5 
.5 
1.5 
1.5 
2.0 
2.0 
.*5 
.5 
.5 
.5 

10.0 
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3.  The  graphic  at  Table  IV-11  displays  the  Z change  in  overall 
"ratings"  for  the  three  organizations  resulting  from  the  three  weight- 
ing schemes.  What  this  graphic  shows  la  that  when  various  weights  are 
assigned  to  evaluation  criteria  and  PPBS  weightings  are  held  constant; 
scores  fluctuate  radically  for  the  DCSRM,  less  so  for  the  OPS+/COA+  and 
least  of  all  for  the  PER+/COA+.  This  supports  what  the  RMSG  experienced 
throughout  the  analysis  process,  that  although  the  DCSRM  and  the  OPS+/COA+ 
were  attractive  alternatives  in  certain  manpower  situations,  and  with 
respect  to  certain  criteria,  they  both  demonstrated  negative  aspects. 

The  PER+/COA+  organization  on  the  other  hand  received  more  consistent 
ratings  for  all  criteria,  and  with  respect  to  manpower  scenarios,  there 
were  consistently  good  ratings.  The  PER+/COA+  performed  better  during 
sensitivity  than  either  the  DCSRM  or  the  COA+  and  supported  the  "manpower 
in  DCSPER"  option. 

SUMMARY  OF  RESULTS 


1.  All  scenarios  demonstrated  that  the  DA  Staff  is  currently 
hindered  in  resource  management  by  both  organization  and  management 
problems.  With  respect  to  organization,  the  scenarios  dealing  most 
heavily  with  program/budget  actions  showed  that  organizational  separation 
of  those  two  functions  was  inefficient  and  resulted  in  considerable  dupli- 
cation of  effort.  Also  with  respect  to  organization,  the  scenarios 
clearly  Indicated  a need  to  consolidate  manpower  functions  and  that 
dollar/space  and  force/space  coordination  was  still  needed,  but  was  easier 
than  face/ space  coordination.  Training  related  scenarios  indicated  that 
there  was  a critical  need  for  a Director  of  Training  on  the  DA  Staff. 

The  RMSG  also  found,  as  a result  of  scenario  analysis,  that  there  was  a 
clear  need  for  a Resource  Management  Review  process  and  an  Army-wide 
Resource  Management  Policy.  All  of  this  meant  that  none  of  the  organi- 
zations being  evaluated  were  precisely  what  was  needed,  but  that  the 
PER+/COA+  alternative,  with  some  minor  refinement,  was  organizationally, 
the  most  workable  solution.  The  scenarios,  therefore,  resulted  in  the 
conclusion  that  the  "solution"  should  be  in  three  parts,  organizational 
changes,  a review  process  and  an  RM  Policy. 

2.  The  organizational  part  of  the  "solution"  (the  refined  version 
of  the  PER+/COA+  places  programing  in  COA,  manpower  in  DCSPER  and  Train- 
ing in  DCSOPS;  a summary  organizational  chart  is  at  Table  IV-12 . In 
addition  (and  this  refers  to  the  "review  process")  the  "solution"  requires 
that  COA  be  purged  of  all  functional  proponency  (OMA,  BASOPS,  P-9  and 

N Account)  so  that  COA  can  conduct  cross-functional  Resource  Management 
Review  in  a nonproponent  environment.  The  reassignment  of  these  "purged" 
functions  (to  Include  Training  to  DCSOPS)  is  shown  at  Table  IV-13.  The 
"review  process"  part  of  the  solution  also  requires  the  establishment  of 
an  Army  Resource  Management  Assistance  and  Assessment  program  In  TIG  to 
aid  In  Army-wide  Resource  Management  Review.  The  chart  at  Table  IV-1A 
sumnarizes  the  major  changes  recommended. 
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SENSITIVITY  RESULTS 


Criteria  Weighting  Option  #1 
Criteria  Weighting  Option  #2 
Criteria  Weighting  Cptlon  #3 


C&PQA  » Comptroller  and  Prograrar 
of  the  Army. 

*#  Ofibtt/ CoonAwf/i*  fi«vh 

• 00  Sftt/4  f S+r* tu  Ctr octal)  ARMAAP  - Army  Resource  Management 

Assistance  and  Assessment 


PROPOSED  OMA/FYDP  PROGRAM 


Table  IV-13 


SUMMARY  OF  FUNCTIONAL/PROCRAM  CHAMOIS  RECOMMENDED 


Table  IV -14 


THE  MAJOR  ISSUES 


In  the  remaining  chapters  several  topics  related  to  RMSG  recommendations 
will  be  presented  in  considerable  detail . These  are  the  areas  where 
specific  decisions  must  be  made  if  resource  management  is  to  be  improved 
on  the  Army  Staff.  These  topics  (the  "Major  Issues")*  are  as  follows: 

a.  Manpower  Management 

b.  Army  Programing 

c.  Resource  Management/Role  of  COA 

d.  Training  Resources  and  Responsibilities 

e.  Decisionmaking/Role  of  DAS 

f.  Army-wide  Resource  Management  Policy 

g.  Career  Management  Impacts 

h.  Implementation 

The  next  chapter  covers  the  first  Major  Issue,  "Manpower  Management." 


* NOTE:  In  chapter  XIX,  "DA  Staff  Decisions",  the  reduction  of  this 
initial  list  of  eight  major  issues  to  five  will  be  discussed. 
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CHAPTER  V.  MANPOWER  MANAGEMENT 


BACKGROUND 


1.  Sources . Over  the  past  few  years,  because  of  Army  Staff  organi- 
zation changes,  Congressional/OSD/OMB  Interest  in  manpower,  and  ever 
tightening  budget  constraints,  manpower  management  has  been  a subject  of 
controversy  and  study.  Accordingly,  the  RMSG  was  able  to  locate  numerous 
documents,  studies  and  reports,  both  internal  and  external  to  the  Army, 
from  which  to  draw  information.  Some  of  the  key  sources  were  as  follows: 

a.  Staff  Manpower  Function  Responsibility  Study:  This  study, 
conducted  in  1976  and  published  in  early  1977,  identified  major  problems 
in  the  manpower  area  and  recommended  organizational  changes  and  specific 
management  actions.  Thrust  of  the  recommendations  were  to  consolidate 
certain  manpower  functions  into  one  Staff  agency.  That  study  group, 
because  its  scope  was  limited  to  manpower,  recommended  that  the  DAS 
direct  the  conduct  of  a second  study  to  determine  the  desirability  and 
feasibility  of  a DCSRM  organization.  This  latter  recommendation,  when 
considered  in  light  of  other  staff  problems,  was  the  genesis  of  the  RMSG. 
The  manpower  management  study  recommendations  were  approved  in  concept, 
but  further  action  was  delayed  pending  the  outcome  of  the  RMSG  efforts. 

A copy  of  the  1976  study  is  on  file  in  the  office  of  the  Director  of 
Management . 


b.  While  the  1976  manpower  study  was  a major  source  of  informa- 
tion, it  was  by  no  means  the  sole  source.  The  following  documents 
provided  great  insight  into  the  problems  concerning  manpower  management: 
The  Defense  Manpower  Commission  Report;  recent  GAO  and  AAA  audits;  25% 
Reduction  Functional  Work  Group  report;  1974  Reorganizational  files; 
several  old  studies  dating  back  to  at  least  1965;  and  General  Research 
Corporation  (GRC)  documents.  These  sources  and  all  others  used  are 
formally  listed  in  the  bibliography. 

2.  Manpower  Functions 

a.  The  definition  of  manpower  management  as  used  throughout 
this  study  refers  to  the  functions  related  to  the  determination,  justi- 
fication, allocation  and  documentation  of  "spaces,"  rather  than  "faces" 
which  will  be  defined  as  personnel  management.  The  specific  considera- 
tions which  must  be  made  during  the  manpower  management  process  are 
shown  at  Table  V-l . 

b.  In  view  of  the  potential  confusion  surrounding  the  defini- 
tions, the  RMSG  found  it  necessary  to  develop  a list  of  major  functions 
and  tasks  it  considers  to  be  the  heart  of  the  manpower  management  process . 
These  major  tasks  and  functions,  described  in  terms  familiar  to  persons 
Involved  in  manpower  management,  are  shown  in  table  V-2  on  a continuum 


V-l 


Table  V-l 


ranging  from  pure  force  planning  in  the  left  column  through  manpower 
management  in  the  center  column  to  obvious  personnel  considerations  in 
the  right  column: 


DnTMIKATICN  Of 
TORCt  HJOITOMVTS 

Intelligence 
threat  Analysis 
Optiavat  Force  Develop— at 
Equipaent,  Syate— , Doctrine 
Associated  Mission* 

Force  Plans /Structure/Frograa 
Organisation 


HAEPOWg  HAWACPCNT 

Develop /Justify  Manpover  Weed* 
o Ski 11s /Grade  Standards 
o Staffing  Guldea/Mecrlt 
o Manpower  Survey  Policy 
o Manpower  Survey  Conduct 
o Work  Maasrra—nt 
o Sequl  resent  a Datemlnatloo 

Platrlbute/Allocate  Manpower 

o Military  Manpower 
©o  Mil  FTDP 
oo  Allocate  Specea 
©e  Cwat 

o Civilian  Manpower 
— Civ  FTDP 
oo  Allocate  Civ  Spaces 
oo  Coating 

o Accounting  Syate— 
oo  APP 

oo  PAS  (Force  Manage— nt  also) 
oo  CIS  (Coat  Also) 

o MADS 

Other 

o Manage  Civilian  Manpower  Menag 
Career  Progree 


PDtSONNZL  MANAGDSWr  (ASSET 

APtasinoN.  nvntmr  wnnum ct> 

Procurator  of  A»>ti  (HtcrultlBg) 
Training  • Prvilog— at 
Saturation  • Attrition 
(All  Aaaoclatod  Toofila  Typ« 
Actlrltlaa,  t*y.  tanaflta. 
Haalth,  Walfara,  ate. ) 

Datarmlna  Cradaa/Skl Ila 


Table  V-2 


c.  Clearly,  manpower  management  must  be  linked  to  the  program  and 
development  process  of  the  Force  Structure.  The  Force  process  drives  the 
need  for  manpower;  and  conversely,  in  the  present  environment,  the 
availability  of  manpower  constrains  the  size  of  the  Force.  Also,  man- 
power shortages  must  be  articulated  and  justified  to  the  Congress,  OSD 
and  OMB  in  terms  of  the  Impact  on  force  size,  readiness,  and  capabilities. 

d.  Equally  important,  manpower  management  must  be  associated  closely 
with  personnel  management.  The  Army's  ability  to  accomplish  realistic 
■pace  reductions,  space  Increases,  or  transfers  between  commands  depends 
almost  solely  on  personnel  (face)  considerations,  (e.g.,  enlistment 
agreements,  RIF  procedures,  and  PCS/TDY  capabilities.)  Decisions  relative 
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to  allocation,  manning,  and  management  of  spaces  are  dependent  upon  per- 
sonnel utilization  data,  capability  of  the  MILPERCEN  to  fill  requests, 
and  the  local  civilian  hiring  situation.  Similarly,  Congress  tends  to 
view  manpower  management  and  personnel  management  as  one  and  the  same  and 
considers  personnel  dollars  and  policies  when  establishing  manpower  ES 
limitations. 

e.  Manpower  management  also  has  a distinct  relationship  to 
Financial  Management.  The  dollars  allocated  for  civilian  manpower  must 

be  sychronized  with  space  all' cations,  and  reductions  in  personnel  dollars 
(military  or  civilian)  can  necessitate  ES  reductions.  Civilian  manpower 
dollars  under  current  procedures  can  be  used  for  other  purposes,  thereby, 
providing  flexibility  to  MACOM  and  installation  commanders.  Allocation 
of  military  and/or  civilian  ES  and  associated  manpower  dollars  is  not  the 
whole  picture.  Commands  must  also  receive  "other"  dollars  in  order  to 
accomplish  a particular  task.  Accordingly,  manpower  management, 
especially  allocation,  must  be  coordinated  as  closely  with  financial 
management  as  it  is  with  force  and  personnel  management.  The  close  link 
of  manpower  functions  with  force  structure,  personnel  management  and 
financial  management,  within  the  complete  manpower  management  process, 
is  shown  at  table  V-3. 

f.  Historically,  demands  of  the  moment,  thrust  of  the  Army  and 
perhaps  key  personalities  have  caused  the  manpower  management  functions 
to  be  shifted  from  one  major  Staff  agency  to  another.  After  WW  II,  the 
Comptroller  allocated  and  controlled  civilian  manpower  spaces,  and  the 
ODCSPER  managed  military  manpower.  Then,  from  1947  to  1963,  all  manpower 
management  was  consolidated  in  ODCSPER.  Presumably,  when  conceived, 
these  organizations  were  appropriate,  but  problems  developed  and  organi- 
zational changes  were  made.  Comptrollers  were  accused  of  thinking  only 
dollars  and  not  of  the  good  of  the  Army  or  its  personnel.  Personnel 
managers  were  accused  of  thinking  only  of  personnel  management,  respond- 
ing only  to  the  personnel  inventory,  and  not  to  the  demands  of  the  force 
analysis  process.  While  there  are  lessons  to  learn  from  history,  times 
have  changed  and  the  near  term  conditions  are  most  relevant  to  today's 
organizational  decisions. 

g.  From  1963-1974  the  majority  of  the  manpower  management  functions 
listed  in  the  center  column  of  table  V-2  were  located  in  the  Assistant 
Chief  of  Staff  for  Force  Development  (ACSFOR) . The  ACSFOR  was  created  to 
emphasize  the  force  development  process,  giving  the  Army  the  capability 
to  respond  to  the  changing  strategic  and  tactical  concepts  of  that  era. 

The  Congress  did  not  control  the  Army's  size  by  End  Strength  (ES) ; con- 
trol was  by  dollars,  and  the  prevalent  need  was  to  link  the  space  allo- 
cation, justification  and  management  process  to  the  force  structure  and 
to  organizationally  locate  these  processes  with  the  force  developer.  A 
summary  of  the  placement  of  the  principal  manpower  functions  during  that 
time  is  shown  in  table  V-4. 
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Table 


MANPOWER  RELATED  FUNCTIONS 
(1963-1974) 


ODCSPER 


OACSFOR 


OCA 


Skill/Grade 
Standards 
Allocate  Mil 
Grade 
Cost  Mil 


Staffing  Guides 
Manpower  Survey 
Policy 
Conduct 

Requirement  Determination 
Military  FYDP 
Allocate  Mil  Spaces 
Civ  FYDP 

Allocate  Civ  Spaces 
Force  Accounting  Systems 
AFP,  CBS,  FAS 
TAADS 

Manpower 

Equipment 

Policy 


Work  Measurement 


Table  V-4 


h.  In  1974  the  HQDA  staff  reorganized  in  an  effort  to  consolidate 
key  functions,  reduce  the  CSA's  span  of  control  and  generally  streamline 
the  headquarters.  As  a result  ACSFOR  was  disestablished.  Table  V-5 
displays  the  resulting  (and  current)  placement  of  the  key  manpower  func- 
tions as  a result  of  the  1974  reorganization. 

Manpower  Related  Functions 
(Current) 


ODCSPER 


ODCSOPS 


OCA 


Determine  Military 
Grades 

Manpower  Survey 
Policy 

TAADS  Manpower 
Manage  Civ 
Manpower 
Requirement 
Determination 
Skill/Grade 
Standards 

ODCSLOG  TIG 

TAADS  Equipment  Review  Conduct  Manpower  Survey 

Table  V-5 


Civilian  FYDP 
Cost  & Civ  Spaces 
CBS 

Work  Measurement 

FAS 

AFP 

TAADS  Policy 


Requirements  Determination 
Military  FYDP 
Allocate  Military  Spaces 
Allocate  Civilian  Spaces 
Determine  Civilian  Man  Years 
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3.  Observations  from  initial  research 


a.  Manpower,  because  of  its  tremendous  cost  and  its  relatively 
higlr  percentage  of  the  OSD/Army  budget,  is  now  and  will,  in  all  proba- 
bility, continue  to  be  a key  item  of  interest  to  the  administration  and 
the  Congress.  Accordingly,  the  Army  must  have  an  effective  manpower 
management  organization  if  it  expects  to  be  in  a position  to  justify  and 
defend  the  manpower  requirements  needed  to  successfully  accomplish 
assigned  missions. 

b.  The  1974  Reorganization  accomplished  its  intended  goals  of 
consolidating,  streamlining,  and  fixing  responsibility  for  6ome  functions, 
but  not  for  manpower.  As  is  shown  in  table  V-5,  the  key  manpower  func- 
tions are  spread  throughout  the  staff,  and  responsibility  is  not  fixed  in 
a single  functional  element.  Irrespective  of  the  staff  arrangements, 
hard  work  by  dedicated  action  officers  and  the  influence  of  key  person- 
alities make  the  system  function.  Despite  these  efforts,  though,  sig- 
nificant manpower  problems  remain.  These  will  be  outlined  in  the  next 
section,  PROBLEMS . 

c.  In  view  of  the  interest  of  Congress  and  recent  investigations 
by  GAO  (concerning  DOD  manpower) , changes  could  be  directed  in  manpower 
management  procedures,  requirements  determination  processes,  and  organi- 
zations for  manpower.  In  fact,  OSD  is  reviewing  its  own  and  the  various 
services  organizations;  and,  the  Air  Force  and  Navy  are  engaged  in 
similar  studies. 

PROBLEMS 


1.  One  of  the  most  critical  initial  tasks  for  the  RMSG  was  to 
develop  and  staff  a list  of  problems  observed  to  be  present  in  the 
current  resource  management  process . For  the  manpower  part  of  this 
effort,  the  RMSG  drew  heavily  on  the  findings  of  the  1976  Manpower 
study  discussed  earlier  in  the  BACKGROUND  paragraph.  Nearly  all  of  the 
1976  findings  are  still  valid,  even  though  the  detailed  discussion  and 
many  of  the  specific  case  study  examples  are  now  dated.  Additionally, 
the  RMSG  analyzed  the  Manpower  management  process  in  detail,  focusing 
on  very  recent  Staff  issues,  in  order  to  assess  whether  the  problems 
identified  in  earlier  studies  remain. 

2.  The  current  problem  and  discussion  list  developed  by  the  RMSG, 
and  lifted  to  some  degree  from  the  1976  study,  is  presented  in  the  fol- 
lowing paragraph. 

3.  Problem  Summary 

a.  The  responsibility  for  manpower  management  is  not  clearly 
fixed.  As  shown  by  the  functional  display  in  table  V-5,  key  functions 
are  spread  throughout  the  staff.  Accordingly,  no  single  agency  can  be 


held  responsible  for  all  manpower  functions.  As  examples — ODCSOPS 
allocates,  accounts  for,  and  determines  the  requirement  for  civilian  ES, 
but  COA  assembles  the  data  and  reports  same  to  OSD.  In  the  budget  docu- 
ments, ODCSOPS  is  responsible  for  utilization  of  Civilian  ES,  but  ODCSPER 
establishes  utilization  policy  and  receives  the  "actual"  reports,  while 
the  OTIG  conducts  the  manpower  survey.  Both  the  DCSOPS  and  DCSPER  will  1 

be  called  to  testify  to  the  Congress  on  manpower  matters;  ODCSOPS  must 
justify  manpower  (especially  support  manpower)  while  COA  is  responsible 
for  the  work  measurement  programs  which  Congress  (GAO)  wants  used  to 
develop  and  justify  the  requests.  This  list  of  examples  can  be  expanded; 
however,  the  basic  point  is  clear.  Responsibility  is  not  fixed  nor  can 
it  logically  and  fairly  be  fixed  under  the  current  functional  arrangement. 

b.  Staff  coordination  on  manpower  matters  is  extremely  complex 
and  time-consuming.  Nearly  all  manpower  actions  must  be  coordinated,  as 
a minimum,  with  ODCSOPS,  ODCSPER,  OCA  and  Program/Appropriation  Directors. 

This  coordination  can  be  easy  and  routine,  but  when  significant  disagree- 
ments/philosophical differences  occur,  it  can  become  a major  obstacle. 

This  problem  is  directly  related  to  the  manpower  functional  split. 

c . Manpower  specialists  and  tools  are  not  readily  available  to 
the  manpower  manager.  Requirements  determination,  justification,  and 
manpower  allocation  are  assigned  to  ODCSOPS,  but  tools  and  specialists 
relative  to  carrying  out  these  responsibilities  are  located  in  OCA, 

ODCSPER,  and  OTIG.  As  stated  earlier,  work  measurement  (methods  and 
standards)  resides  in  OCA;  survey  responsibility  is  in  OTIG;  MACOM  records 
covering  survey  results,  utilization  policy,  "actual"  reports,  and  staffing 
guides  are  assigned  to  ODCSPER.  While  an  action  officer  from  one  agency 
can  travel  to  another  agency  for  data,  he/she  may  not  meet  a sense  of 
urgency  or  dedication  to  the  degree  necessary  to  solve  his/her  immediate 
problem.  Further,  singular  data  is  piecemeal  and  relatively  useless  for 
solving  a particular  action.  A viable  program  integrating  all  the  tools 
and  expertise  is  non-existent. 

d.  MACOM  flexibility  often  exceeds  that  of  HQDA.  HQDA  policy 

is  to  give  subordinate  commands  maximum  flexibility  regarding  management 
of  allocated  resources,  including  manpower.  Contradictory  of  HQDA's 
"hands-off"  policy  toward  MACOMs,  OSD  and  Congress  require  manpower  pro- 
jection and  actual  utilization  data  at  the  AMSCO  level  (of  detail).  The 
AMSCO  data  is  aggregated  into  Defense  Planning  and  Programing  Categories 
(DPPC) , and  the  Army  must  explain  changes  occurring  between  fiscal  years 
and  among  DPPC  in  subsequent  budget  submissions.  Despite  these  detailed  « 

audit  trail  requirements  imposed  on  the  Army  by  Congress  and  OSD,  MACOMs 
can  shift  manpower  among  categories  almost  at  will  with  little  explana- 
tion. Along  the  same  line,  the  Army  often  promises  to  Congress  that  a 
certain  DPPC  will  be  Increased  to  a particular  level  (in  order  to  obtain 
or  retain  resources).  Unfortunately,  the  totals  on  these  categories  may 
be  reduced  or  changed  by  the  time  the  next  budget  submission  is  made, 
because  similar  restrictions  are  not  placed  on  the  field.  In  addition 
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to  DPPC  accounting  and  restrictions,  the  Army  must  not  exceed  its  total 
authorization  for  military  or  civilian  ES.  Both  assets  must  be  fully 
utilized  as  requested  or  the  Army  suffers  reductions  in  subsequent  years. 

e.  The  Army's  manpower  management  reputation  is  not  good. 

Recent  OSD/OMB  and  Congressional  manpower  reductions  imposed  on  the  Army 
reflect  that  the  Army's  reputation  for  managing  manpower  and  justifying 
its  requirements  is  not  good.  However,  a conclusion  based  solely  on  this 
criteria  is  unfair.  These  reductions  are  often  products  of  the  then- 
prevalent  political  and  budget  environment,  not  necessarily  a result  of 
the  services  reputation.  At  the  same  time  though,  other  evidence  indi- 
cates that  it  would  be  unwise  to  ignore  the  connection.  In  1976,  the 
USAF  was  praised  by  the  Congress  as  being  the  best  managed  of  the  services 
(with  respect  to  manpower),  and  this  fact  has  recently  been  brought  to 
light  again  by  the  GAO.  In  a report  issued  18  Oct  77,  the  GAO  lauds  the 
USAF  for  its  manpower  requirements  determination  process,  and  criticizes 
the  Army  (and  the  Navy).  Informal  interviews  with  OSD  Staff  personnel 
indicates  that  this  same  perception  is  present  there  also.  Surely, 
these  perceptions  have  some  impact  on  the  Army's  requests  for  manpower 
resources . 


f.  Manpower  tradeoffs  are  severely  limited.  Manpower  tradeoffs 
come  in  two  categories.  One  is  the  ability  to  trade  one  type  of  manpower 
for  another  in  order  to  accomplish  a required  function  (for  example, 
military  vs.  civilian  vs.  contract  vs.  combination).  The  other  is  the 
possibility  of  redistributing  manpower  allocated  to  existing  programs  in 
order  to  perform  new  programs. 

(1)  The  first  category  is  severely  limited  because  of  the 
rules  and  regulations  pertaining  to  the  various  types  of  manpower. 
Specific  jobs  are  defined  as  suitable  for  military  manpower  and  others 
for  civilian.  There  is  some  overlap,  but  the  possibilities  are  limited 
for  a variety  of  reasons,  including  a reluctance  by  MACOMs  to  convert 
military  positions  to  civilian  during  a time  when  civilian  reductions 
occur  with  regularity.  The  use  of  commercial  contracts  also  pose  a 
problem  because  of  time  constraints  and  specific  procedures  for  "turn- 
ing back"  the  saved  manpower. 

(2)  The  second  category  (canceling  current  programs)  is 
also  difficult  but  offers  more  promise.  It  is  more  and  more  apparent 
that  available  manpower  is  a finite  (and  decreasing)  number  within  which 
the  Army  must  work.  Accordingly,  new  programs  in  general  can  be  manned 
only  if  old  ones  are  canceled.  However,  functional  interest,  program 
proponency,  and  a natural  reluctance  to  terminate  well-established 
activities,  combine  to  make  program  elimination  extremely  difficult. 

g.  Automated  systems  important  to  manpower  management  are  not 
fully  integrated.  While  the  TAADS,  FAS,  AFP,  CBS  and  other  systems  are 
rather  sophisticated  in  their  own  right,  they  do  not  fully  interface  with 
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one  another  nor  with  the  personnel  systems.  There  have  been  efforts  to 
link  these  systems.  For  example,  AFP  and  CBS,  after  several  years  of 
effort  do  have  a partially  automated  interface.  Also,  the  VFDMIS  and 
FORSIMS  systems  currently  under  development  are  designed  to  integrate 
certain  systems.  General  Research  Corporation  has  accomplished  a thor- 
ough evaluation  of  the  interface  of  these  systems  and  made  substantive  I 

integration  recommendations  to  the  Army.  However,  this  integration  has 
been  slow  to  develop  and  is  still  some  time  away,  despite  the  present 
emphasis  on  manpower  management.  Furthermore,  while  these  efforts 
attempt  to  link  manpower  management  to  the  force,  little  has  been  done 
to  link  the  personnel  reporting  systems  to  the  manpower  management  sys- 
tems. Despite  a requirement  which  has  existed  for  several  years,  the 
manpower  manager  still  cannot  routinely  compile  an  accurate  report  of 
actual  utilization  by  DPPC.  Also,  the  systems  cannot  construct  an  audit 
trail  between  various  categories  and  fiscal  years  which  is  an  essential 
element  of  manpower  reporting  to  OSD/OMB/Congress . 

DISCUSSION 


1.  Analysis 

a.  The  analysis  process  used  by  the  RMSG  is  thoroughly  discussed 
in  Chapter  III.  This  process  not  only  tested  various  organizations 
(including  the  current  one) , but  it  helped  the  RMSG  further  validate 
problems  surfaced  during  the  research  phase. 

b.  It  became  evident  during  the  analysis  process  that  some 
problems  are  perhaps  procedural  in  nature  and  could  be  solved  by  inten- 
sified management  efforts.  In  fact,  it  is  the  current  management  effort, 
manifested  by  hard  work,  personal  dedication,  and  key  personalities, 
which  makes  the  present  organization  work  as  well  as  it  does.  However, 
the  Army  should  not  have  to  depend  solely  on  key  Individuals  to  make  a 
system  function;  the  system  itself  should  contribute. 

c.  The  RMSG  analysis  indicated  that  some  organization  change 
could  contribute  to  solving  problems  related  to  procedures,  responsi- 
bility and  accountability.  For  example,  the  present  "quality’V'quantity" 
split  between  ODCSPER  and  ODCSOPS  is  not  as  definitive  as  it  sounds.  The 
two  areas  are  interrelated  and  interdependent,  and  the  artificial  staff 
split  does  not  contribute  to  good  management.  Only  dedicated  efforts 
overcome  the  present  arrangements. 

2.  Case  studies  used  for  analysis.  All  case  studies  used  to  analyze 
the  present  vs.  alternative  organizations  are  presented  and  discussed  in 
Chapter  III.  An  example  of  a specific  case  which  vividly  illustrates 
present  manpower  problems  follows. 
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a.  Civilian  manpower  reduction.  In  late  FY  77,  OSD  instructed 
the  Army  to  significantly  reduce  its  civilian  end  strength  by  end  FY  77 
(two  months  away)  and  again  by  end  FY  78.  Congress  reaffirmed  the 
FYJ8  reduction  with  its  final  vote  on  the  FY  78  budget.  The  FY  77  por- 
tion of  the  reduction  depended  on  attrition.  RIF's  were  not  possible 
(nor  allowed)  because  of  the  short  notice  and  OSD  directives  which 
specifically  prohibited  the  use  of  RIF.  It  then  became  apparent  that 
attrition  would  also  be  the  means  of  accomplishing  the  FY  78  reduction. 
ODCSOPS  made  the  civilian  reduction  proposals  but  had  to  rely  on  actual 
civilian  personnel  data  from  ODCSPER  to  make  logical  (and  legal)  recom- 
mendations. A means  for  offsetting  the  impact  of  reductions  was  through 
the  use  of  Borrowed  Military  Manpower  (BMM) . However,  BMM  policy  is  a 
functional  responsibility  assigned  to  ODCSPER — further  complicating  the 
problem.  The  RMSG  concluded  that  this  action  could  have  been  handled  much 
more  effectively  if  the  major  manpower  functions  had  been  consolidated 
under  one  office,  with  a single  DA  Staff  head  responsible  for  all  aspects 
and  all  impacts  of  the  action  recommended. 

b.  All  manpower  cases  with  a short  time  for  implementation  or 
involving  a heavy  "face"  impact  also  tended  to  fare  very  well  in  a con- 
solidated organization.  This  observation  is  especially  pplicable  to 
directed  reductions  or  Congressional  justification. 

3.  Consolidation.  While  consolidation  of  functions  is  not  neces- 
sarily the  solution  to  every  problem  faced  by  the  Army,  it  does  provide 
a better  climate  in  which  to  solve  many  of  the  manpower  problems  and 
provides  a means  for  fixing  responsibility  and  accountability.  Finally, 
it  displays,  to  Congress  and  OSD,  an  Army  attempt  to  better  manage  an 
expensive,  limited  resource.  The  RMSG  has  reduced  the  consolidation 
proposal  to  three  alternatives : 

a.  DCSRM 

(1)  Consolidation  in  a DCSRM  organization  should  solve  any 
problems  relative  to  disconnects  between  civilian  ES  and  civilian  dollar 
(man  year)  allocations.  However,  RMSG  analysis  shows  it  would  do  little 
for  military  manpower  except  to  ensure  that  dollars  (other  than  pay 
dollars)  were  allocated  to  new  proposals  which  require  both  manpower  and 
funds.  Also,  most  dollar-space  disconnects  result  from  the  extensive 
time  lag  in  space  documentation,  coupled  with  DA  Staff  inability  to  track 
MACOM  use  of  gross  allocations.  While  FORDIMS  is  being  developed  to 
solve  this  problem,  adoption  of  the  DCSRM  concept  would  not  correct  the 
deficiencies  listed. 

(2)  At  the  HQDA  level,  adding  manpower  to  the  DCSRM(COA) 
could  possibly  over-burden  the  financial  manager  and  would  serve  to  fur- 
ther separate  manpower  considerations  from  the  force  development  process 
and  from  the  personnel  management  system. 
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b . DCSOPS 


(1)  Consolidation  in  ODCSOPS  would  further  link  the  man- 
power management  processes  to  the  force  development  functions,  but  at 
the  same  time,  it  would  further  diversify  and  increase  the  size  of  the 
DCSOPS  staff. 


(2)  Consolidation  here  would  not  contribute  to  solving  any 
manpower/dollar  allocation  disconnects  (to  the  extent  they  currently  exist) 
and  would  continue  the  present  separation  between  personnel  and  manpower 
management. 


c.  DCSPER 

(1)  Consolidation  in  ODCSPER  clearly  enhances  closing  the 
gap  between  personnel  and  manpower  management.  Total  manpower  costing 
and  the  relationship  of  spaces  and  dollars  should  be  made  easier  because 
of  the  DCSPER  budget  responsibilities  in  other  manpower  related  personnel 
management  activities,  particularly  when  viewed  in  light  of  the  total 
spectrum  of  RMSG  recommendations.  There  will,  however,  still  be  a require- 
ment for  close  coordination  of  dollar/space  allocations. 

(2)  Consolidation  in  ODCSPER  will  not  interfere  with  the 
DCSOPS  responsibility  for  force  structuring;  but  rather,  it  should  remove 
some  of  the  personnel  management  related  staff  action  now  accomplished  in 
ODCSOPS.  Close  coordination  between  force  development  and  manpower 
management  will  remain  important . 

FINDINGS:  a.  After  thorough  analysis,  involving  "test  cases"  of 

approximately  fifty-nine  sample  actions,  the  RMSG 
has  concluded  that  consolidation  of  all  manpower 
functions  is  required.  And,  three  options,  i.e., 
DCSRM,  ODCSOPS,  and  ODCSPER  offer  significant 
improvement  over  the  present  arrangement. 

b.  Consolidation  in  ODCSPER  is  considered  to  be  the 
best  solution  despite  potential  difficulties  which 
could  occur  between  space  allocation  and  force 
development  and  between  space  allocation  and  dollar 
allocation.  The  "breaks"  are  logical  and  can  be 
overcome.  ODCSPER  is  considered  to  be  the  best 
solution  for  the  following  reasons: 

(1)  The  "spaces/faces"  connection  is  the  most 
important  relationship  in  the  present  environment. 
Congress  views  them  as  one  in  the  same  as  do  most 
people  outside  the  immediate  manpower  community. 
Personnel  costs  are  the  critical  issue  in  today's 
budgets,  and  they  must  be  defended  to  OSD/OMB/ 
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Congress  in  one  integrated  statement  which  includes 
quantitative  data,  qualitative  data,  and  the  related 
manpower  and  personnel  policies. 

(2)  In  today's  environment,  spaces  and  faces  must 
be  considered  as  one.  "Empty"  spaces  are  useless 
to  a commander  and  should  not  be  allocated  unless 
they  can  be  filled  within  the  prescribed  time— 
whether  they  be  military  or  civilian.  On  the  other 
hand,  spaces  cannot  be  withdrawn  without  full  con- 
sideration of  RIF  regulations,  reenlistment  con- 
tracts, PCS  costs,  and  other  such  personnel  related 
issues.  Fixing  of  manpower/personnel  responsibility 
and  establishment  of  an  organizational  link  between 
manpower  and  personnel  is  the  best  way  to  ensure  all 
facets  of  these  problems  are  considered. 

(3)  The  potential  coordination  problem  between  man- 
power management  and  force  development  is  not  con- 
sidered serious.  ODCSOPS  will  continue  to  establish 
the  Army's  priorities,  and  develop  the  program  force. 
Prior  to  each  major  force  development  cycle  (e.g. 

POM  preparation),  the  Force  Structure  Allowance  (FSA) 
to  be  used  for  the  basis  of  the  Program  Force  should 
be  a matter  for  SELCOM  review  and  CSA  decision.  The 
resulting  Program  Force  is  the  basis  for  DCSPER 
manpower  allocations  to  support  the  POM  Force.  This 
is  not  totally  unlike  today’s  process  but  will  remove 
DCSOPS  from  the  detail  of  allocating  spaces  to  the 
TDA  structure.  At  the  same  ^ime,  DCSOPS,  by 
establishing  priorities,  retains  full  authority 

over  structure  and  manning  levels. 

c.  The  potential  disconnect  between  manpower  and 
dollars,  in  the  opinion  of  the  RMSG,  is  not 
serious  enough  to  warrant  further  consideration  of 
the  DCSRM  alternative.  While  a close  manpower/ 
dollar  interface  is  necessary  and  disconnects  do 
exist  that  are  related  to  civilian  manpower,  for 
the  most  part  improvements  resulting  from  FORDIMS 
integration  within  a program-budget  sub-system  and 
controlled  over-allocation  of  civilian  spaces  can 
largely  eliminate  this  management  problem. 
Additionally,  establishment  of  DA  guidelines  and 
an  administrative  account  covering  civilian  manpower 
dollars  would  cause  further  improvements.  This 
administrative  account  would  permit  closer  management 
of  funds  specifically  allocated  to  support  civilian 
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manpower  spaces  giving  MACOMS  and  DA  sound  data 
on  which  to  base  manpower  requests  and  adjustment 
decisions. 


d.  The  concern  that  DCSPER  may  allocate  spaces  to 

solve  personnel  problems  rather  than  to  meet  force  1 1 

requirements  (thereby  not  creating  a demand)  is  not 

considered  significant.  The  RMSG  is  convinced  that 

force  structure  management,  with  the  DCSOPS  influence 

and  emphasis,  will  continue  to  be  the  driving  factor, 

Further,  the  Resource  Management  Review  (RMR) 
capability,  recommended  at  Chapter  VII,  will  serve 
as  a check  to  ensure  that  manpower  decisions  as  well 
as  other  Resource  Management  actions  are  in  consonance 
with  Army  goals  and  programs. 

e.  This  consolidation  in  ODCSPER  will  present  a 
rational  approach  to  Congress  concerning  the  Army's 
key  problem,  manpower/personnel.  It  is  in  line 
with  efforts  currently  under  study  in  the  other 
services  and  is  in  consonance  with  manpower  "life- 
cycle"  recommendations  made  by  the  Defense  Manpower 
Commission  (DMC) . Finally,  all  tools  and  expertise 
related  to  manpower  and  personnel  will  be  amalga- 
mated in  one  staff  element. 

f.  Subsequent  to  the  manpower  and  personnel  management 
consolidation,  there  are  numerous  management  actions 
which  must  be  accomplished.  The  key  ones  are  as 
follows : 

(1)  Reporting  systems  must  be  refined:  For  example, 
it  is  difficult  to  assemble  an  accurate  manpower 
strength  report  by  Defense  Planning  & Programing 
Category  (DPPC) ; DCSOPS  now  must  solicit  a special 
report  in  order  to  establish  civilian  strength 
projections  (DCSPER  reports  will  not  accomplish  the 
mission);  and,  the  "78"  report  is  of  questionable 
value.  Accordingly,  these  reports  must  be  integrated 
and  streamlined  to  reflect  useful  and  similar 
personnel  and  manpower  data. 

• 

(2)  Key  decision  points  must  be  established:  For 
example,  a key  decision  point  would  be  the  estab- 
lishment of  the  Force  Structure  Allowance  (FSA)  and 

the  agreement  concerning  what  portion  of  that  , 

allowance  will  be  used  for  the  TOE  Force.  These 
key  decisions  should  not  be  made  by  action  officers, 
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but  should  Involve  agency  heads  and  be  accomplished 
with  full  consideration  of  the  impact  of  the  deci- 
sion. Another  key  point  might  be  the  decision 
relative  to  "how  many  spaces,  military  and  civilian, 
to  request  from  OSD"  at  a particular  budget  event. 
These  key  decision  points  are  essential  to  ensure 
the  proper  interface  among  manpower/personnel, 
the  force  and  dollars . 

(3)  Thresholds  for  MACOM  requests  must  be  estab- 
lished: The  FARR  submissions  should  not  be  an 
elaborate  "want  list"  submitted  by  the  MACOM. 

Rather,  the  requests  should  be  limited  to  some 
realistic  number  which  can  be  adequately  treated  by 
the  DA  Staff.  "Zero-base"  programing  should  help 
solve  this  problem;  but,  in  any  case,  the  manpower 
manager  must,  in  consonance  with  the  programer  and 
appropriation/program  directors,  cause  such 
requests  to  be  limited. 

(4)  Requests  for  manpower  changes  must  be  restricted 
to  a major  budget  event:  HQDA  involvement  in 
requests  concerning  small  numbers  of  spaces  must 

be  eliminated.  A major  command  with  thousands  of 
spaces  and  an  ES  ceiling  established  by  the  Pro- 
gram Budget  Guidance  (PBG)  should  wait  until  the 
subsequent  budget  event  to  submit  a request  for 
change.  Minor  requests  between  cycles  take  as  much 
time  and  often  receive  more  attention  than  major 
requests  during  the  POM  or  COBE  processing  period. 

The  recomnendations  contained  in  the  Management  of 
Change  (MOC)  study  which  restrict  TAADS  submissions 
to  two  "windows"  each  lasting  three  months  should 
significantly  reduce  the  turbulance  caused  to  the 
manpower  system  resulting  from  minor  changes. 

While  emergencies  could  be  processed,  discipline 
is  necessary  if  the  Army  is  to  have  a viable  and 
manageable  power  program. 

g.  Firm  bases  for  manpower  decisions  must  be  estab- 
lished: Too  often  manpower  is  allocated  based  on 
"who"  is  asking  for  it.  Firm  bases  derived  from 
survey  data,  DCSOPS  priorities,  utilization,  and 
actual  strength  must  be  established.  This  function 
should  be  easier  with  a limitation  on  number  of 
requests,  restrictions  on  the  frequency  of  requests, 
assistance  of  the  RMR,  DCSOPS  force  priorities,  and 
the  integration  of  the  manpower/personnel  systems. 
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This  control  is  especially  critical  since  no  man^ 
power  is  (or  will  be)  withheld  by  HQDA.  All 
authorized  ES  is  allocated  to  the  field  at  each 
designated  budget  event. 

h.  A single  authority  for  manpower  standards  must  be 
established.  Manpower  standards  become  the  basis 
for  justification  or  decisions.  Presently,  stand- 
ards are  promulgated  by  various  agencies  and  rarely 
by  the  manpower  manager.  For  example,  OTSG,  TAG, 
COA,  and  DMIS  establish  some  type  of  standards 
governing  the  manpower  required  within  their  func- 
tional areas.  The  Methods  and  Standards  (M&S) 
program  administered  by  the  COA  provides  an 
excellent  means  of  accurately  projecting  the  man- 
power required  to  perform  a specific  task.  While 
it  is  recognized  that  the  results  of  M&S  have  uses 
in  other  then  the  manpower  function,  such  as  the 
development  of  an  effective  productivity  improvement 
program,  the  policy  governing  the  conduct  of  the 
M&S  effort  Army-wide  should  be  incorporated  into 
the  objectives  of  the  manpower  program.  The  NAF 
community  also  establishes  standards.  This  is  not 
to  say  that  the  Army  functional  expert  is  not  in 
the  best  position  to  establish  requirements,  but 
that  all  such  standards  must  be  approved/validated 
by  the  manpower  managers.  They  become  the  basis 
for  the  manpower  program  and,  accordingly,  must  be 
administered  by  the  manpower  manager. 

i.  The  manpower  career  program  must  be  clarified.  This 
effort  is  also  discussed  in  Chapter  IX.  Briefly, 
though,  the  manpower  program  must  be  elevated  in 
importance  to  a level  of  the  comptroller  and/or 
personnel  fields . 

j . An  SSA  should  be  considered  to  handle  the  detail 
aspects  of  the  manpower  functions.  The  new  manpower 
manager  (and  DAS)  must  consider  an  SSA  to  remove 
some  of  the  detail  operations  from  the  Army  Staff 
while  still  maintaining  access  to  the  required 
information.  Candidate  functions  are  standards 
development,  staffing  guide  development,  manpower 
survey  and  the  manpower  accounting  systems. 

k.  Program  and  appropriation  directors  must  become 
more  involved  in  the  manpower  justification  and 
allocation  process . While  the  manpower  manager  may 
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be  able  to  determine  the  reasonableness  of  a stated 
manpower  requirement  for  a specific  function,  it 
is  the  role  of  the  program/ appropriation  director 
to  determine  whether  or  not  the  function  should 
be  performed.  The  manpower  manager,  in  coordination 
with  the  programer,  must  distribute  spaces  to 
program  and  appropriation  directors  (much  like 
dollars  are  now  distributed)  at  the  beginning  of 
each  major  budget  event.  This  process  will  greatly 
assist  in  the  initial  allocation  process  and  will 
necessitate  the  early  involvement  of  the  functional 
experts  in  manpower  decisions. 

Charge  DCSPER  with  HQDA  Staff  responsibility  for 
manpower  management. 

Establish  an  integrated  manpower  management  pro- 
cess by  consolidating  the  following  functions  in 
ODCSPER : 

(1)  Methods  and  standards  from  OCA. 

(2)  The  Authorization  function  from  ODCSPER. 

(3)  The  manpower  allocation  function  from  ODCSOPS. 

(4)  The  manpower  programing  function  from  ODCSOPS. 


VI.  PROGRAMING  AND  BUDGETING 


Section  A.  RMSG  Recommendations 

PROBLEMS 

1.  Organizational  separation  of  programing  and  budgeting  responsi- 
bilities, currently  assigned  to  OCSA  and  COA  respectively,  creates  the 
potential  for  disconnects  between  long  range  and  short  range  resource 
decisions.  This  is  clearly  evident  when  one  considers  the  Impact  of 
changing  Army  priorities  and  OSD/OMB  guidance  during  budget  formulation 
for  a fiscal  year  previously  considered  the  first  program  year,  and  an 
earlier  subject  of  program  development  resource  decisions. 

2.  Assignment  of  Army  programing  and  budgeting  responsibilities  to 
two  Staff  agencies  adversely  impacts  on  the  Staff  ability  to  develop  and 
manage  an  Army  program  as  follows : 

a.  Frequent  conflicting  resource  guidance  is  issued  by  OCSA 
(PA&E)  and  COA. 

b.  Excessive  duplication  of  effort  is  required  between  OCSA 
(PA&E) , COA  and  appropriation/program  directors  to  produce  a cohesive 
Army  program  linked  to  Army  goals  and  priorities  from  program  develop- 
ment to  execution  in  the  current  year. 

c.  Differing  Staff  responsibilities  for  the  Program  and  Budget 
Major  Issue  Cycles  undermine  management  of  a single  Army  Program  from  the 
program  years  through  to  formulation  of  an  annual  budget. 

3.  Because  of  "crisis  management"  and  "fire  fighting"  roles  of 
PA&E,  the  programing  function  receives  less  attention  than  it  demands. 

HISTORICAL  BACKGROUND 

1.  Development  of  effective  Army  programing  began  with  the  creation 
in  1966  of  an  OCSA  directorate  for  Force  Planning  and  Analysis.  Staffed 
by  systems  analysts,  this  agency  was  to  coordinate  Army  programs,  develop 
integrated  management  information  systems  and  to  perform  planning  analysis. 
These  functions  were  absorbed  in  1967  by  the  new  office  of  Assistant  Vice 
Chief  of  Staff  (AVCSA)  as  an  integrator  of  Army  resource  management  func- 
tions. 


2.  A 1970,  Vice  Chief  of  Staff-directed,  ad  hoc  committee  analyzed 
the  Army  organization  for  resource  management  and  specifically  the  capa- 
bility to  implement  OSD  directed  revisions  to  the  PPBS  cycle — POM  sub- 
missions. The  committee  recommended  retention  of  the  programing  function 
in  the  office  of  the  AVCSA,  broadening  the  scope  of  the  Director  of  the 


Army  Budget  to  address  all  appropriations,  and  establishment  of  a Select 
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Committee  (SELCOM)  to  expedite  resource  management  decisionmaking.  The 

basis  for  recommendations  not  to  transfer  the  programing  function  from 

the  AVCSA  were  potential  organizational  Insulation  of  the  Director  of 

Programs  from  CSA,  the  Secretariat,  and  OSD;  assignment  of  a new  major 

function  to  the  Comptroller;  and  transfer  of  the  function  would  require 

a major  reorientation  of  the  Staff  with  attendant  turbulence.  * 

I 

3.  General  DePuy,  as  the  AVCSA,  institutionalized  an  Army  PPBS 
cycle  coordinated  by  the  OCSA  Program  Analysis  and  Evaluation  (PA&E) 
directorate.  This  function  was  assumed  by  the  Director  of  the  Army  Staff 
following  the  1974  DA  Staff  reorganization. 

4.  While  the  programing  function,  from  its  inception,  has  remained 
in  the  Office  of  the  Chief  of  Staff,  the  time  has  never  "appeared  right" 
for  transfer  to  a coordinating  staff  agency.  With  problems  such  as 
managing  the  materiel  acquisition  process,  involving  Staff  principals  in 
face  to  face  resource  management  decisions,  and  the  fiscal  management 
crisis  of  the  mid-70's,  other  priorities  have  risen  to  the  forefront. 

With  continued  emphasis  on  constrained  resources  and  improved  management 
and  review  capabilities,  this  is  the  time  for  a critical  evaluation  of 
the  functional  organization. 

GENERAL  DISCUSSION 

1.  The  interrelationship  of  programing  and  budgeting  is  key  to  the 
success  of  Army  resource  management.  In  fact,  programing  as  a function 
represents  the  bridge  from  planning  to  the  budget.  From  program  develop- 
ment through  to  budget  execution  of  the  first  year  of  the  five  year  Army 
program  much  can  change.  Only  the  close  relationships  of  these  two  func- 
tions can  ensure  resource  decisions  in  current  and  budget  years  optimally 
impact  on  the  Army  program. 

2.  The  12  January  1978  President's  Memorandum  for  the  Heads  of 
Executive  Departments  and  Agencies,  subject:  Multi-Year  Budget  Planning, 
points  out  the  need  to  closely  integrate  the  programing  and  budgeting 
functions.  The  intent  of  this  Memorandum  is  to  cause  budget  requests 
beginning  FY  80  to  be  prepared  as  part  of  a three-year  budget  plan. 

While  the  basic  nature  of  Army  resource  planning,  programing,  and  budg- 
eting may  not  require  change,  throughout  the  analysis  phase  the  study 
group  determined  that  a single  Staff  coordinator  to  assure  implementation 
of  this  directive,  in  terms  of  the  optimal  statement  and  justification  of 
resource  requirements,  would  better  integrate  the  plan  with  today's 
requirements  and  cause  more  effective  resource  management.  < 

3.  The  role  of  programing  is  to  provide  the  decisionmaker  the 

ability  to  attain  the  organization's  objectives  by  optimum  allocation  of 
resources  over  time.  The  nature  of  the  function  requires  that  the  pro-  * 

gramer  not  act  as  a proponent  for  anything,  other  than  the  total  Army 

program. 
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4.  The  study  group  recognized  that  certain  essential  conditions 
are  required  of  an  effective  program.  The  programer  must: 

a.  Translate  goals  and  objectives  into  resource  guidance. 

b.  Have  authority  to  allocate  resource  guidance  levels. 

c.  Develop  future  resource  projections  with  reasonable  pre- 
cision. 

d.  Have  direct  access  to  senior  leadership. 

e.  Have  capability  to  integrate  all  ongoing  programing  efforts 
(e.g.,  materiel  acquisition,  construction,  manpower,  logistical  support). 

f.  Must  be  innovative. 

5.  Simplistically , the  budget  is  the  financial  expression  of  plans 
and  programs  for  the  first  year  of  the  five  year  Army  program.  The  pro- 
gram is  the  foundation  for  budget  formulation  and  execution.  Between 
program  development  decisions  and  congressional  enactment  of  authoriza- 
tion and  appropriations  bills,  priorities  and  guidance,  internal  and 
external  to  the  Army,  force  changes  in  activity  resource  levels  for  each 
fiscal  year.  These  changes  must  be  integrated  into  budget  formulation 
and  result  in  refinement  of  the  Army  program  since  every  change  in  budget 
year  resource  levels  impact  on  the  existing  program.  Additionally,  shifts 
that  occur  in  budget  execution  normally  impact  on  program  years. 

6.  Although  the  processes  of  programing  and  budgeting  are  similar, 
the  disciplines  required  for  the  accomplishment  of  each  are  somewhat 
different.  The  programer  is  concerned  with  translation  of  out-year  goals 
and  requirements  into  an  integrated  Army  program.  Thus  he  must  coordinate 
the  resource  implications  of  diverse  functional  programs  from  inception 
through  to  execution.  The  budgeteer's  role  is  much  more  near  term  and, 

to  a large  degree,  centers  on  formulating  and  justifying  detailed 
resource  requirements  for  the  first  program  year  through  to  ensuring 
optimal  execution  of  those  congressionally  approved  resource  impacted 
programs.  Table  VI-A-1  provides  a key  to  the  perspective  required  of 
each  process  in  terms  of  existing  time  driven  PPBS  requirements. 

7.  Irrespective  of  the  location  of  Staff  programing  responsibility, 
the  current  role  of  appropriation  and  program  directors  in  program  devel- 
opment was  recognized  as  essential.  This  premise  recognized  that  while 
many  personnel  actively  participate  in  both  POM  and  budget  development, 
it  is  a healthy  situation  which  results  in  Staff  management  of  functional 
requirements  from  program  development  to  budget  execution. 
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1.  FINDING:  Amalgamation  of  Staff  responsibility  for  programing 

and  budgeting  in  a single  staff  agency  would  provide 
significant  advantages  in  terms  of  the  integration 
of  resource  decisions  within  the  existing,  and 
developing.  Army  program. 

DISCUSSION:  a.  Throughout  the  detailed  analysis  (discussed  at 

Chapter  IV,  each  scenario  evaluation  pointed  up  the 
advantages  of  formalizing  between  OCA  directorates 
the  now  Staff  Inter-agency  coordinated  link  between 
the  program  and  the  budget.  Scenarios  worthy  of 
mention  were  development  of  the  FY  79-83  Program, 

FY  79  COBE  processing,  development  of  FY  79  Procure- 
ment and  RDT&E  budgets.  Budget  Major  Issues,  and 
budget  execution  review.  Each  analysis  pointed  out 
the  shortcomings  of  the  current  organization  in  terms 
of  the  potential  for  disconnects  between  program  and 
budget  resource  decisions,  the  confusion  which 
exists  between  Staff  agencies  often  driven  by  con- 
flicting requirements/guidance  of  OCA  and  OCSA  (PA&E), 
and  the  redundancy  of  analyst  effort  in  OCA  and  OCSA 
(PA&E) . Specific  advantages  of  the  amalgamation  of 
the  programing  and  budgeting  functions  in  a single 
Staff  agency  noted  were: 

(1)  The  potential  for  development  of  integrated 
program  and  budget  resource  guidance.  Numerous 
examples  of  conflicting  guidance  and  administrative 
instructions  for  program  and  budget  development 
exist.  A recent  example  is  the  dollar  level  guid- 
ance to  field  commands  for  development  of  FY  80 
Zero  Based  Budget  decremented  levels.  Differing 
instructions  were  issued  by  OCSA  (PA&E) , OCA  and 
DCSRDA  with  respect  to  the  percentage  of  the 
January  1978  FYDP  and/or  May  1978  Program  and 
Budget  Guidance  levels  used  to  develop  field  dec- 
remented levels  for  FY  80  budgets.  Although 
coordination  could  have  averted  this  disconnect, 

a single  Staff  agency  responsible  for  development 
of  integrated  resource  guidance  would  likely  reduce 
Staff  "wheel  spinning"  and  confusion  in  the  field. 

(2)  Reduction  in  Staff  duplication  of  effort  now 
encouraged  by  split  resource  management  responsi- 
bilities of  OCSA  (PA&E)  and  OCA.  Existing  dupli- 
cation is  largely  caused  by  appropriation  and  command 
analysts  in  the  two  agencies  tasked  to  analyze  and 
review  appropriations,  FYDP  programs,  and  field  com- 
mand dollar  resource  management  for  the  same  fiscal 
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periods.  Two  excellent  examples  of  Staff  duplica- 
tion were  the  development  of  both  the  FY  79-83  Army 
Program  and  the  FY  79  Budget.  Each  resulted  in 
separate  detailed  analysis,  building  of  fiscal 
levels,  and  excessive  Staff  Interaction  by  OCSA 
(PA&E)  and  COA  analysts  and  decisionmakers.  Amal- 
gamation of  programing  and  budgeting  responsi- 
bilities within  a single  Staff  agency,  although 
still  requiring  considerable  intra-agency  coordina- 
tion between  managers  of  those  two  functions, 
would  provide  the  potential  for  a single  Staff 
principal  to  reduce  excessive  duplication  by 
organizing  to  maximize  analytical  efficiency  while 
achieving  what  does  not  now  exist  in  a single  agency, 
both  a prior  year/near  year  and  an  outyear  resource 
management  focus. 

(3)  A single  Staff  agency  responsible  for  alloca- 
tion of  all  allocatable  resource  guidance  levels 
from  program  development  to  budget  execution. 

Integral  to  this  concept  is  the  allocation  of  dollar 
and  manpower  levels  to  appropriation  and  manpower 
managers  at  each  critical  point  in  the  program/ 
budget  development  cycle.  With  the  advent  of  zero 
based  programing  and  budgeting,  the  capability  to 
issue  integrated  resource  level  guidance  to  the 
Staff  is  a must.  A single  agency  tasked  with  pri- 
mary responsibility  for  programing,  budgeting,  and 
total  resource  management  review  provides  the  check 
and  balance  capability  to  ensure  optimal  allocation 
of  resources  to  meet  Army  goals  and  field  command 
requirements  in  all  fiscal  periods. 

(4)  A single  Staff  agency  responsible  for  the 
management  of  the  Army  Program  from  program  years 
to  budget  formulation  and  execution.  The  existing 
split  Staff  responsibilities  for  annual  program  and 
budget  Major  Issue  Cycles,  which  foster  disconnects 
between  the  program  and  the  budget,  would  be 
eliminated  thus  providing  an  increased  capability 
for  a single  manager  to  keep  resource  management 
focused  on  a singular  Army  program  for  all  years. 

b.  The  much  discussed  disadvantage  of  assigning  pro- 
graming responsibility  to  an  agency  other  than 
OCSA  - reduction  in  innovation  and  creativity  - is 
a false  perception.  Proximity  to  senior  management, 
development  of  future  programs  and  the  need  for 
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2.  FINDING: 


DISCUSSION: 


independent  resource  review  do  not  of  themselves 
dictate  retention  of  the  programing  function  within 
OCSA.  Assignment  of  responsibility  and  adequate 
staffing  for  this  function  to  the  COA,  as  the  Army's 
resource  manager,  particularly  in  light  of  other 
recommendations  to  free  COA  from  appropriation/FYDP 
program  directorships,  charge  COA  with  responsibility 
for  total  Army  resource  management  review  (both 
discussed  at  Chapter  VII)  and  development  of  a small 
residual  OCSA  policy  and  guidance  cell  (discussed 
at  Chapter  XVI)  would  contribute  to  a cross-func- 
tional perspective  and  retention  of  the  existing 
innovative  programer  capability.  Additionally, 
because  of  competing  "fire  fighting"  and  programing 
demands  on  PA&E  analysts,  program  management  is 
sometimes  short  changed  due  to  its  location  in  OCSA. 
The  quick  reaction  analysis,  evaluation,  and  "crisis 
management"  capability  this  agency  affords  top 
management  must  result  in  a tradeoff  between  pro- 
gram management  and  the  issue  at  hand.  Recent 
examples  of  other  than  pure  program  issues  drawing 
on  the  expertise  of  this  agency  Include  current 
involvement  in  budget  defense,  a heavy  role  in  the 
allocation  of  the  FY  78  civilian  manpower  reduction, 
and  as  a key  participant  in  Posture  Statement  devel- 
opment . 

c.  No  significant  changes  are  required  to  the  budgeting 
function,  a statutory  responsibility  of  COA. 

Staff  responsibility  for  programing  be  transferred 
from  OCSA  (DPA&E)  to  COA.  Major  functional  responsi- 
bilities are  listed  at  Table  VI-A-2. 

The  assignment  of  "special"  status  to  the  Director 
of  Programs  in  order  to  allow  direct  access  to  the 
CSA  and  VCSA,  the  Army  Secretariat,  and  OSD  managers 
is  a requirement  for  successful  transfer  of  the 
programing  responsibility  to  OCA. 

a.  The  programer  must  have  the  same  ready  access  to 

senior  Army  and  OSD  management  as  does  the  Director 
of  the  Army  Budget  (DAB)  in  order  to  translate  goals, 
guidance,  and  stated  priorities  into  a cohesive 
Army  program. 
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b.  Many  advantages  of  the  current  location  of  the  pro- 
graming function  are  tied  closely  to  proximity  to 
management.  While  these  advantages  of  having  the 
programer  within  OCSA  were  recognized,  the  capa- 
bility to  get  in  to  top  management  and  to  partici- 
pate in  decisions  which  impact  on  the  program  were 
viewed  as  what  was  truly  important.  Special  status, 
similar  to  that  now  held  by  the  DAB,  without  being 
hampered  by  Staff  layering,  would  provide  that 
capability . 

RECOMMENDATION:  The  Director  of  Programs  and  Resource  Management 

Review,  in  OCA,  be  assured  "special"  status  for 
direct  access  to  senior  management . 


3.  FINDING:  The  current  role  of  appropriation,  program,  program 

element,  and  functional  program  directors  in  Army 
program  and  budget  development  (as  outlined  at 
CSR's  11-5,  11-8  and  37-4)  is  essential. 

DISCUSSION:  a.  Determination  of  resource  requirements  and  analysis 

of  field  submissions  in  terms  of  functional  responsi- 
bility is  key  to  development,  defense,  and  execution 
of  an  effective  Army  program.  The  interface 
afforded  by  program  and  budget  activities,  now 
Integral  to  each  major  Staff  agency,  with  the  Staff 
agency  primarily  responsible  for  programing  and 
budgeting  was  seen  as  critical  to  the  successful 
development  and  defense  of  FYDP  programs  along 
functional  lines. 

b.  While  this  process  requires  total  Staff  involve- 
ment in  the  program/budget  cycle  process,  a focus 
on  functional  responsibility  was  seen  as  essential 
to  effective  resource  management  by  providing  the 
best  basis  for  decisionmaking. 


RECOMMENDATION:  Irrespective  of  the  location  of  Staff  programing 

responsibility,  current  Staff  agency  programing 
and  budgeting  roles  should  be  continued. 
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MAJOR  FUNCTIONAL  RESPONSIBILITIES  OF  THE  PROGRAMER 


Table  VI-A-2 


Section  B.  Alternative 

1.  The  alternative  to  amalgamation  of  programing  and  budgeting 
functions  in  a single  Staff  agency  is  closely  aligned  to  recommendations 
to  develop  a Resource  Management  Review  capability  on  the  Array  Staff, 
preferably  in  OCA  (discussed  in  Section  C.,  Chapter  VII).  The  Study 
Group  determined  that  the  most  feasible  alternative  was  to  retain  the 
existing  programing  and  budgeting  organization  and  to  task  PA&E  with 
DA  Staff  responsibility  for  Resource  Management  Review.  A summary 
organizational  responsibility  chart  depicting  this  alternative  together 
with  the  RMSG  recommendation  is  at  Table  VI-B-1. 


RMSG  RECOMMENDATION 


TERNATIVE 


MAJOR  FEATURES 

• Makes  COA  the  key  staff  Resource  Manager 

• Frees  DAS  front  details  of  programing  function 

o Provides  Pest  RMR  focus  ■ (Programing  thru  Execution) 

• links  essential  RMR  expertise  (Budgeting,  Programing. 
Cost  Analysis!  In  a single  Staff  Agency 


■1U 


o Retains  PA&E  in  OCSA 

o Capability  to  'lap"  available  staff  expertise  to 
assist  in  conducting  RMR 

o Army  Programer  retains  responsibility  for  analysis 
and  avaluation 

o Maintains  organizational  split  between  Staff 
Programing  and  Budgeting  responsibilities 


Table  VI -B- 


VI-B-1 


2.  Pro's  and  Con’s  of  retaining  the  programing  function  at  OCSA 
level  include: 

PRO’S 


a.  Retention  of  a close  Interface  and  prominence  of  the  programer 
at  OCSA  level  with  the  Secretariat  and  OSD  - proximity  to  senior  management. 

b.  Ready  availability  at  OCSA  level  for  a quick  reaction 
"fire-fighting"  element. 

c.  Retention  of  cross-agency/ function  review,  guidance  and 
integration  at  a staff  level  void  of  issue/program  proponency. 

CON’S 


a.  Maintains  the  organizational  split  between  programing 
(out-year  focus)  and  budgeting  (prior-year  and  near  year  focus)  on  the 
Staff . 


b.  Continues  Staff  duplication  of  effort  and  the  question  of 
"who’s  in  charge"  - the  programer  because  programing  includes  development 
through  execution,  or  the  budgeter  because  budgeting  must  consider  what 
has  been  done  in  prior  years  and  what  is  programed  for  the  future,  likewise 
in  development  through  execution. 

3.  The  study  group  recognized  however,  that  this  alternative  does 
provide  a close  interface  with  the  existing  OSD  staff  which  splits 
responsibility  for  programing  and  budgeting  between  two  agencies.  Until 
functional  consolidation  of  these  two  key  functions  occurs  at  OSD  level, 
differing  emphasis  and  guidance  during  program  and  budget  development 
phases  of  the  PPBS  cycle  will  continue  to  be  a fact  of  life  for  the  DA 
Staff  irrespective  of  this  study.  For  this  reason,  as  well  as  the  emphasis 
the  CSA  may  determine  is  necessary  for  a separate  analytical  cell,  the  RMSG 
determined  that  this  alternative  is  certainly  feasible  but  not  the  best 
solution  to  DA  Staff  resource  management  integration. 
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VII.  RESOURCE  MANAGEMENT/ ROLE  OF  THE  COMPTROLLER  OF  THE  ARMY 


BACKGROUND 


1.  The  current  role  of  the  Comptroller  of  the  Army  (COA)  in  the 
Staff  process  of  resource  management  was  analyzed  in  detail.  An  across 
the  spectrum  view  of  the  capability  of  the  current  organization  to 
manage  resources  led  to  the  realization  that  the  Comptroller  must  occupy 
a key  role,  because  of  his  fiscal  responsibilities,  in  the  development 
of  any  integrated  DA  Staff  Resource  Management  System — policy,  organiza- 
tion, procedures. 

2.  This  chapter  addresses  the  role  of  the  COA  in  three  separate 
sections:  Financial  Management,  Staff  Directorship  Responsibilities,  and 
Resource  Management  Review.  Recommendations  which  culminate  in  a revised, 
expanded  COA  role  in  Army-wide  resource  management  are  outlined  in  the 
last  two  sections. 


Section  A.  Financial  Management 


Statutory  Requirements  of  Comptroller 

1.  Title  10  U.S.C.  3014  establishes  the  statutory  functional  respon- 
sibilities of  the  Comptroller  of  the  Army.  They  include  responsibility 
for  the  organizational  structure  and  managerial  procedures  relating  to 
budgeting,  accounting,  progress  and  statistical  reporting  within  the 
Department  of  the  Army,  subject  to  the  authority  of  the  Secretary  of  the 
Army. 


2.  None  of  the  conclusions  and  recommendations  outlined  within 
this  report  require  a statutory  change  in  the  fiscal  management  role  of 
the  Comptroller.  Additionally,  the  concurrent  reporting  of  the  Comptroller 
to  the  Assistant  Secretary  of  the  Army  (Installations,  Logistics  and 
Financial  Management)  and  to  the  Chief  of  Staff  requires  no  modification. 

Financial  Management  Policy 

1.  Army  management  policy,  as  outlined  in  Army  Regulation  5-1, 
emphasizes  that  delegation  of  authority  commensurate  with  the  assignment 
of  responsibility  should  be  made  down  to  the  lowest  practicable  level, 
and  that  centralized  control  of  decentralized  operations  should  be  limited 
to  the  extent  required  to  establish  priorities,  allocate  scarce  resources 
and  to  identify  and  correct  deficiencies.  Financial  management  is  con- 
sistent with  this  policy  in  that  each  commander  is  tasked  with  responsi- 
bility to  effectively  manage  the  funds  allocated  to  his  command.  However, 
as  a result  of  decentralization,  execution  of  financial  management  is 
thus  dependent  on  adherence  to  laws,  directives,  financial  controls,  and 
a commander's  awareness  of  the  importance  of  sound  financial  management 
practices. 
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2.  The  effect  of  decentralized  management  is  most  pronounced  in 
the  Operations  and  Maintenance  Army  (DMA)  appropriation.  This  multi- 
functional appropriation,  which  impacts  on  the  activities  of  each  DA 
Staff  agency,  funds  the  operations  of  twentyrsix  Army  commands.  Manage- 
ment of  OMA  funding  is  decentralized  to  field  commands  due  to  the  varied 
mission  and  base  operations  requirements,  while  the  DA  Staff  exercises 
control  through  regulations,  directives,  fiscal  constraints  and  reports. 


» 

! 
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3.  While  the  study  group  supports  the  significant  benefits  of  the 
policy  of  decentralization  of  Army  financial  management,  the  essentiality 
of  adequate  reports  and  management  systems  for  DA  financial  control  to 
ensure  that  execution  parallels  the  Army  program  was  evident . Failure 
to  initiate  specific  fiscal  controls  resulted  in  the  financial  manage- 
ment problems  of  1975.  Today's  parallel  is  the  authority  provided  to 
field  commands,  limited  somewhat  by  a funding  floor  for  maintenance  of 
real  property,  to  shift  resources  between  mission  and  base,  operations 
functions  of  the  same  fiscal  program.  Lack  of  timely  DA  control  in  this 
area,  at  a time  when  base  operations  is  undergoing  Increased  OSD  and 
Congressional  scrutiny,  appears  counter-productive  to  sound  resource 
management.  Establishment  of  timely  reports  and  effective  threshold  con- 
trols appears  critical  to  management  of  diverse  program  Issues. 


Financial  Management  Improvement  Program 

1.  Massive  Army  investment  account  overobligations,  in  violation 
of  Revised  Statutes  3679,  were  discovered  in  1974  which  impugned  the 
reputation  of  the  Army  as  an  effective  financial  manager.  These  viola- 
tions led  to  the  1975  initiation  of  the  Army  Financial  Management 
Improvement  Program  (FMIP)  to  reestablish  the  basic  integrity  of  financial 
management  during  execution.  The  scope  of  this  program  was  to  analyze 
the  entire  financial  management  area  and  to  develop  specific  short  and 
long  range  objectives  to  improve  fiscal  management  procedures. 
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2.  Implementation  of  the  program  procedures  by  DA  Staff  agencies 
and  field  commands  is  still  ongoing,  with  the  COA  as  program  manager. 
Continued  emphasis  is  required  to  ensure  the  viability  of  the  program  as 
an  institutionalized  improvement  of  financial  management  procedures  and 
techniques . 

Recent  Improvements 

1.  Areas  of  recent  financial  improvement  worthy  of  note  are  the 
Program  and  Fund  Control  System  (PFCS)  and  expanded  budget  execution 
review  techniques. 

2.  The  PFCS,  now  operational  for  procurement  appropriations , is 
being  expanded  to  all  Army  appropriations  and  should  provide  effective 
control  to  ensure  a link  between  program  and  fund  release  to  field  com- 
mands. This  automated  data  base  system,  managed  by  the  COA,  provides 
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a capability  to  closely  tie  Army  Staff  fiscal  and  functional  managers 
with  field  commands  in  order  to  achieve  improved  financial  management. 

The  goal  of  this  real  time  system  is  to  provide  increased  control  of  fund 
release  from  HQDA. 

3.  The  capability  to  assess  budget  execution  against  an  annual  plan 
appears  adequate.  Analysis  provided  by  Boeing  Executive  Information 
System  (EIS)  for  all  appropriations,  and  the  Budget  Execution  Analysis 
Management  System  (BEAMS),  designed  specifically  for  OMA,  furnish  the 
data  to  ensure  that  monthly  obligation  of  funds  by  appropriation  and  FYDP 
program  is  executed  in  consonance  with  field  command  plans. 

4.  Further  execution  review  improvements  are  necessary  to  ensure 
that  field  command  obligations  coincide  with  the  Army  program.  An 
example  of  increased  emphasis  determined  by  the  study  group  as  important 
is  discussed  at  Section  C.  to  this  chapter  and  included  in  the  periodic 
SELCOM/CSA  formal  execution  (program  and  budget)  displayed  graphically 
at  Table  VII-C-4.  Current  review  is  further  hampered  by  the  fact  that 
cited  financial  reporting  systems  do  not  contribute  to  management  of 
functional  issues.  For  example,  monthly  obligation  of  funds  to  support 
a function  such  as  POMCUS,  Environmental  Training  or  ALO  Increase  are 
not  identifiable  in  either  of  the  two  mentioned  analysis  systems.  Also, 
there  is  difficulty  in  translating  obligations  at  AMSCO  level  of  detail 
into  field  command  execution  of  funded  functional  issues.  This  is 
particularly  evident  when  a functional  issue  is  multi-appropriation  or 
multi-FYDP  program  funded.  In  brief,  management  follow-through  is 
severely  hampered  by  existing  policies,  procedures,  and  systems.  Although 
significant  improvements  have  been  made,  more  are  needed. 


Section  B.  Staff  Directorship  Responsibilities 
Problems  i 

1.  Existing  General  Staff  responsibilities  of  COA  require  both 

proponency  and  non-proponency  perspectives.  I 

2.  COA  is  responsible  for  OMA  decisionmaking  but  without  a functional 
basis  on  which  to  make  funding  or  tradeoff  decisions. 

3.  COA  involvement  in  functional  issue  funding  decisions  limits 
his  resource  management  review  role. 

General  Discussion 

1.  The  problems  outlined  in  this  section  represent  shortcomings  in 
the  existing  organizational  process  but  do  not  of  themselves  require 
organizational  realignment.  However,  when  viewed  in  terms  of  recommen- 
dations made  to  expand  the  role  of  the  COA  by  assignment  of  General  Staff 
responsibilities  for  Programing  (addressed  at  Chapter  VI)  and  total  Army 
Resource  Management  Review  (addressed  at  Section  C of  this  chapter) , solu- 
tion of  these  problems  becomes  increasingly  important. 

2.  Staff  responsibilities  and  relationships  of  FYDP  program  and 
program  element  directors  (CSR  11-5),  as  well  as  Staff  budget  respon- 
sibilities (CSR  37-4),  were  analyzed  in  detail.  Shifts  in  agency 
responsibilities  are  required  only  with  respect  to  the  OMA  appropriation 
and  Army  Industrial  Fund  (AIF)  management  (addressed  separately  at  Chap- 
ter XIII). 

3.  COA  directorship  responsibilities  for  the  OMA  appropriation 
(and  FYDP  and  administrative  Base  Operations  programs  within)  require  a 
degree  of  "proponency."  That  is  to  say,  while  the  Organizations  and 
Functions  Manual  of  that  agency  clearly  states  a resource  management 
review  responsibility,  the  COA  is  required  to  represent  a single  appro- 
priation during  resource  allocation  or  tradeoff  decisionmaking,  often  by 
the  SELCOM.  While  the  two  missions  are  not  necessarily  mutually  exclu- 
sive, the  appropriation  responsibilities  detract  from  the  agency's 
independent  review  role. 

4.  The  terms  "Appropriation  Director"  and  "Program  Director"  are 
confusing  when  examined  with  respect  to  responsibilities  for  fiscal  and 
functional  management.  While  CSR's  11-5  and  37-4  discuss  the  relation- 
ships and  responsibilities  between  the  two,  there  is  no  clear  connotation 
of  the  role  of  the  appropriation  director  in  fiscal  management.  With  the 
development  of  the  Program  and  Fund  Control  System  (PFCS) , separate  but 
integrated  program  and  fund  release  by  the  functional  and  fiscal  managers 
is  becoming  an  attainable  goal  for  all  Army  appropriations.  The  COA 
should  retain  fiscal  management  responsibilities  at  HQDA  level  for  admin- 
istrative fund  control,  accounting,  certification,  financial  reporting. 
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and  adherence  to  fiscal  laws.  Appropriation  and  Program  Director  responsi- 
bilities must  be  clarified  In  all  regulations  and  directives  to  stipulate 
functional  program  management  related  guidance,  direction  and  coordination. 
Fiscal  and  functional  directorship  responsibilities  for  Army  appropriations 
and  programs  Incorporating  the  recommendations  of  this  chapter  section  are 

* displayed  at  Table  VII-B-1. 

5.  The  study  group  recognized  the  intent  of  the  1974  DA  Staff 
Reorganization  to  align  program/budget  responsibilities  closely  with 

* agency  functional  management  responsibilities.  As  a result,  cross- 
functional areas  such  as  the  OMA  appropriation,  Base  Operations  and  FYDP 
Program  9 (Administration)  could  not  readily  be  identified  with  a Staff 
agency  other  than  COA.  While  a cross-functional  coordinator  was  sought, 
one  essential  ingredient  for  effective  resource  recommendations  and 
decisions  was  neglected  - the  functional  basis  on  which  that  coordinator 
could  develop  those  recommendations  or  decisions.  The  thrust  of  each 
recommendation  proposed  in  this  section  is  to  closely  link  Staff  respon- 
sibilities for  resource  and  functional  management. 

1.  FINDING:  Directorship  responsibilities  for  the  OMA  appro- 

priation, Base  Operations  Administrative  Program  11, 
FYDP  Program  9,  and  Base  Operations  Administration 
account  (N)  should  be  transferred  from  the  COA  to 
other  Staff  agencies. 

DISCUSSION:  a.  The  OMA  appropriation  is  the  sole  Army  appropria- 

tion for  which  the  COA  is  director.  Additionally, 
that  Staff  agency  is  also  designated  Program 
Director  of  Base  Operations  Administrative  Program 
11,  Program  9 (Administration),  and  Manager  of  the 
Base  Operations  Administration  Account  (N) . No 
implication  that  program  and  functional  account 
management  results  in  favored  treatment  within  the 
OMA  appropriation  is  intended.  In  fact,  the 
opposite  result  may  occur  due  to  analytical  attempts 
to  balance  funding  allocations.  Nevertheless,  the 
fact  that  the  COA,  charged  with  resource  review,  is 
also  a single  appropriation  proponent  must  be 
recognized. 

b.  Although  the  Assistant  Vice  Chief  of  Staff  office 
was  disestablished  in  1974,  the  DA  Staff  still 

* looks  to  OCSA  for  total  resource  management  review. 

This  service  is  now  provided  by  PA&E,  although  that 
agency  is  not  charged  with  responsibility  for 
routine  resource  management  review.  The  study 

* group  identified  the  need  to  expand  the  role  of  the 

/ COA  to  include  total  Army  Resource  Management 

Review.  This  function  is  discussed  at  Section  C of 
this  chapter. 
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Table  VII-B-1 


c.  The  COA  has  no  functional  basis  on  which  to  make 

resource  decisions  with  respect  to  the  appropri- 
ation, programs,  or  functional  account.  Each, 
though  cross-functional  in  nature,  can  be  identified 
more  closely  with  the  functional  authority  and 
responsibility  of  another  Staff  agency,  as  displayed  I 

at  Table  VII-B-2.  The  majority  of  the  OMA  appropri- 
ation, in  terms  of  number  of  functions  and  associated 
funds,  can  be  split  into  readiness  and  base  operations 
heavy  areas.  Each  area  can  be  closely  aligned  with 
functional  responsibilities  of  the  DCSOPS  (readiness, 
training,  strategy  requirements)  or  the  DCSLOG 
(materiel  maintenance,  logistics  support,  trans- 
portation, supply  services). 

d.  The  DCSOPS  has  Army  Staff  responsibility  for  plan- 
ning, requirements,  providing  resource  allocation 
priorities  as  guidance  to  the  program  and  appro- 
priation directors,  force  analysis,  development 
and  programing  and  is  recommended  (in  Chapter  VIII) 
to  assume  the  role  of  the  Army's  training  manager. 

» These  responsibilities,  culminating  in  management 

of  Army  Readiness,  provide  the  cross-functional, 
mission  oriented,  perspective  required  for  manage- 
ment of  the  multi-program  OMA  appropriation. 

Although  also  a proponent  for  many  FYDP  programs, 
shift  in  OMA  appropriation  directorship  to  DCSOPS 
would  be  strengthened  by  the  functional  basis  for 
readiness  impacted  resource  decisions  and  the  check 
and  balance  of  the  COA  Resource  Management  Review 
capability. 

e.  The  study  finding  that  directorship  of  the  OMA 
appropriation  should  be  transferred  to  DCSOPS 
remains  valid.  A recommendation  to  that  effect  was 
presented  to  the  SEL.COM  on  4 April  1978,  however, 
for  reasons  of  practicality  and  impact  on  field 
commands  this  recommendation  was  dropped  from  further 
study  consideration. 

f.  Designation  of  the  DCSLOG  as  Base  Operations 

, Support  Cost  manager  returns  the  function  to  the 

pre-1974  Staff  location.  While  it  was  recognized 
that  the  OSD  definition  of  Base  Operations  Support 
Costs  will  impact  on  functional  management, 
j management  by  the  Army's  logistician  would  provide 

a functional  basis  for  priorities  and  decisions. 

/ 
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The  role  of  the  DCSLOG  In  Base  Operations  management 
is  summarized  at  Table  VII-B-2a.  Table  VII-B-2b 
addresses  the  impact  of  proposed  DCSLOG  BASOPS 
management  on  the  Staff.  Additionally,  should  the 
recommendation  of  the  Chief  of  Engineers  RPMA  study 
to  implement  an  Administrative  Program  12  be  approved, 
that  would  serve  only  to  further  refine  the  process 
by  splitting  out  those  areas  now  functionally 
managed  by  the  COE  from  existing  BASOPS  functions. 

This  solution  would  charge  the  DCSLOG  to  manage  what 
then  could  be  designated  - Troop  Support  Activities. 

g.  The  COA  now  has  program  directorship  responsibility 
for  only  approximately  3%  of  the  Army  Budget.  Con- 
currently, with  respect  to  Base  Operations,  DCSLOG 
manages  in  excess  of  30%  of  the  functional  program 
dollars  in  Administrative  Program  11. 

h.  The  study  group  recognized  that  Program  9 and  Base 
Operations  Administration  Account  (N)  are  not 
closely  compatible  with  the  existing  functions  of 
DCSPER  and  DCSLOG  respectively.  In  fact,  a less 
than  optimal  solution  would  be  for  the  COA  to  retain 
management  responsibility  for  both.  However,  as  a 
result  of  the  proposed  shifts  in  OMA  directorship 
(to  include  Program  8-T  from  DCSPER  to  DCSOPS 
discussed  at  Chapter  VIII)  to  focus  the  COA  on 
Resource  Management  Review,  the  requirement  to 
better  spread  the  prog ram/ budget  workload  across 
the  Staff  was  recognized.  The  Director  of  Manage- 
ment as  the  Program  9 director  was  recognized  as  a 
viable  alternative.  However,  this  would  require 
DAS  assumption  of  functional  management  responsi- 
bilities for  a program  tied  to  field  commands  as 
well  as  the  DA  Staff.  In  this  regard,  directorships 
of  Program  9 and  Base  Operations  account  N should 

be  transferred  to  DCSPER  and  DCSLOG  (as  the  proposed 
Base  Operations  Support  Cost  functional  manager) 
respectively. 

i.  Shifts  in  approprlation/program/Base  Operations 
functional  account  management  responsibilities 
discussed  in  this  chapter  section  would  realign  the 
cross-functional  management  of  OMA  from  as  summarized 
at  Table  VII-B-3  to  the  management  organization  dis- 
played at  VII-B-4. 
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Table  VII-B-3 


Table  VII-B-4 


RECOMMENDATION: 


a.  Transfer  responsibility  for  management  of  OMA 
programs  and  Base  Operations  functional  account 
from  COA  to  other  staff  agencies. 

b.  Assign  Appropriation  and  Program  Director  respon- 
sibilities for  key  resource  management  areas  as 
follows : 

(1)  Base  Operations  Administrative  Program  11  to 
DCSLOG . 

(2)  FYDP  Program  9 to  DCSPER. 

(3)  Base  Operations  Administration  account  (N)  to 
DCSLOG . 


Section  C.  Resource  Management  Review 


PROBLEMS 


1.  No  single  General  Staff  agency  has  the  capability  to  provide  a 
total  resource  evaluation  for  an  action  or  issue. 

2.  Although  the  COA  is  charged  with  resource  review  responsibility, 
the  focus  is  largely  on  dollar  management.  Most  total  resource  manage- 
ment review  now  falls  to  OCSA  (PA&E)  by  default. 

PROBLEM  IMPACT 


1.  The  lack  of  DA  Staff  capability  to  provide  an  overall  resource 
review  evaluation  for  any  action  or  issue  in  terms  of  functional  require- 
ments, Army  goals,  policies  and  priorities,  cost  effectiveness,  afford- 
ability, and  external  constraints  forces  OCSA  (PA&E)  into  a "fire  fight- 
ing" or  "crisis  management"  role  which  detracts  from  accomplishment  of 
assigned  Programing  responsibilities.  Additionally,  attempts  to  address 
total  resource  implications  of  major  issues  or  PPBS  events  often  result 
in  committee  solutions  since  no  single  agency  looks  across  the  spectrum 
in  sufficient  detail. 

2.  Increased  OSD/OMB  Congressional  interest  in  integrated  resource 
management  occurs  at  a point  in  lime  when  the  Army  does  not  have  a 
resource  manager,  nor  an  effective  resource  management  reviewer.  This  is 
compounded  by  the  lack  of  operational  definitions  for  the  terms  "resource" 
or  "resource  management."  While  various  publications  and  directives  indi- 
cate the  intended  use  of  the  words  parenthetically,  no  standard  definition 
exists  with  which  to  charge  a Staff  principal  with  responsibility  for 
management  or  review  of.  The  RMSG  proposes  the  term  "resource"  to  include 
all  manageable  assets,  to  include  time,  and  suggests  this  definition  be 
added  to  the  Army  Dictionary  of  terms. 

3.  The  limited  capability  for  timely  resource  management  review 
to  ensure  integration  of  program  requirements  impacts  on  the  Army's 
ability  to  fully  justify  requirements  to  OSD  and  the  Congress.  Addi- 
tionally, it  provides  the  potential  for  adverse  impact  on  subordinate 
commands  in  terms  of  resource  disconnects  between  DA  level  approved 
issues  and  the  assignment  of  missions  without  adequate  resources  (CSR 
11-9  notwithstanding).  An  example  is  the  effect  on  field  commands 
resultant  from  DA  procurement  decisions.  Changes  in  procurement  programs 
leading  to  revised  fielding  dates  affect  numerous  functional  programs 
across  many  appropriations,  each  of  which  must  be  synchronized  to  pro- 
vide resources  to  field  commands  neither  too  early,  nor  too  late.  A 
specific  example  is  the  development  of  DRAGON.  As  part  of  the  materiel 
acquisition  process,  the  need  to  develop  institutional  training  to  support 
equipment  fielding  schedules  is  a must.  To  provide  equipment  to  field 
commands  without  the  necessary  training  package  can  adversely  Impact  on 
readiness,  exactly  opposite  the  intent  of  the  decision  to  implement  the 
new  system.  The  role  of  a Resource  Management  Reviewer  is  to  ensure  all 
the  pieces  are  tied  together,  not  just  manpower  and  dollars. 


1.  FINDING: 


DISCUSSION: 


RECOMMENDATION: 


2.  FINDING: 


No  total  resource  management  review  or  evaluation 
capability  currently  exists  as  part  of  the  normal 
Staff  action/issue  process. 

a.  Concurrent  with  functional  staffing,  there  if  a 
real  need  to  consider  the  total  resource  impact  of 
each  action  or  issue.  While  current  directives 
force  staffing  with  the  COA,  appropriation  and 
program  directors,  as  well  as  the  manpower  and 
personnel  managers,  no  singular  resource  overview 

is  conducted  in  terms  of  goals,  policies,  priorities, 
affordability,  OSD  or  Congressional  constraint  for 
actions  which  may  be  cross-functional  or  cross 
appropriation  impacting,  unless  it  is  by  committee — 
BRC,  PGRC,  SELCOM — or  within  OCSA  (PA&E) . 

b.  Functional  decisions  often  impact  on  programs  and 
resources  beyond  the  functional  authority  of  a 
single  Staff  agency.  While  coordination  between 
agencies  with  an  interest  is  the  simple  answer,  the 
fact  is  that  identification  of  total  resource 
requirements  and  the  interrelationships  of  one  issue 
with  many  diverse  functional  programs  remains  a 
continuing  problem.  The  responsible  agency  may  not 
be  aware  of  the  resource  impact  on  other  agencies. 

One  example  of  an  issue  is  an  ALO  increase  which 
impacts  not  only  on  manpower  and  personnel  managers 
but  additionally  on  recruiting,  training,  force 
readiness,  family  housing,  construction,  base 
operations  support  costs,  and  potentially  on  procure- 
ment and  equipment  distribution  plans.  Integration 
of  total  resource  impacts  are  now  difficult  at  best, 
yet  there  is  no  review  as  part  of  the  staffing  process 
to  ensure  an  optimal  resource  balance. 

a.  Require  mandatory  Resource  Management  Review  for 
any  action  if  the  results  of  an  action  exceeds  the 
functional  authority  and  resources  of  the  Staff 
agency  responsible  for  processing  the  action. 

b.  Incorporate  evaluation  into  the  DA  Staff  resource 
management  process  to  ensure  integration  of  plans, 
programs,  and  budgets,  with  goals,  guidance,  and 
directives . 

The  Comptroller  and  Programer  of  the  Army  (C&POA) 
would  provide  the  Staff  capability  for  effective 
Resource  Management  Review. 
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DISCUSSION: 


a.  The  development  of  a Comptroller  and  Programer  of 
the  Army  (C&POA)  concept  (organization  and  key 
functions  displayed  at  Table  VII-C-1),  achieved  by 
assignment  of  staff  responsibility  for  Programing 
(discussed  at  Chapter  VI)  to  the  COA  and  elimination 
of  COA  directorship  responsibilities  (discussed  at 
Section  B to  this  chapter),  provides  a nucleus  for 
the  Resource  Management  Review  functions.  The 
Programer,  located  within  the  office  of  the 
Comptroller,  tasked  with  coordinating  resource 
requirements  for  diverse  functional  programs  from 
program  development  through  to  execution,  proved  in 
each  scenario  analysis  best  suited  to  provide  a 
total  resource  evaluation  in  coordination  with  the 
Budgeteer,  the  Cost  Analyst,  the  Manpower  Manager, 
and  Appropriation  and  Program  Directors.  The 
resource  management  staffing  procedure  and  detailed 
Resource  Management  Review  process  required  to 
successfully  integrate  this  new  Comptroller  function 
are  graphically  displayed  at  Tables  VII-C-2  and 
VII-C-3. 


b.  The  study  group  recognized  that  certain  issues  may 
be  so  cross-functional  in  nature  that  additional 
coordination  is  required  prior  to  issuance  of  a 
C&POA  resource  management  position.  In  those 
specific  cases  a Program  Budget  Cumuu.i.tee  (the 
amalgamation  of  the  existing  BRC  and  PGRC,  but 
chaired  by  the  C&POA,  and  without  a subordinate 
relationship  to  the  SELCOM)  to  coordinate  the 
resource  implications  of  sticky  issues  would  con- 
tribute to  effective  resource  evaluation. 

c.  The  concept  of  Resource  Management  Review  as  a 
staff  responsibility  of  the  C&POA  greatly  expands 
the  role  of  the  Comptroller.  No  longer  would  the 
focus  be  on  pure  fiscal  management,  but  rather  repre- 
sent the  resource  overwatch  for  management  of  the 
Army  Planning,  Programing  and  Budgeting  Process. 

d.  The  concept  discussed  does  not  put  the  C&POA  into 
a decisionmaker  role.  His  responsibility  would  be 
to  evaluate  actions/issues  in  terms  of  a resource 
management  position.  His  position  should  provide 
resource  basis  for  functional  decisions,  not  "drive 
the  Staff."  The  elimination  of  QMA  functional 
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Impacted  Actions/ Issues  Requirements 

Army-Wide  RM  Policy  Training 

Army  Ccah 


EXPLANATION  OF  TABLE  VII -C-2 


RESOURCE  MANAGEMENT  STAFFING  PROCEDURE 

• Staff  action  to  Include  necessary  guidance  (whether  from  CSA/VC& 
or  aa  a result  of  Staff/SELCOM  recommended)  processed  to  agency 
vlth  functional  responsibility  (training,  maintenance,  materiel 
acquisition,  manpower  (only  if  action/issue  Is  non 'functional), 

^ Functional  coordination  with  agencies  having  an  Interest  (including 
manpower  manager,  appropriation  and  program  directors). 

© Coordinated  position  staffed  with  the  Comptroller  for  Resource 
Management  Review  (RMR) /Resource  Management  (RM)  position. 

© RM  evaluation/position  provided  by  Comptroller  to  Staff  agency. 

Program  Budget  Conralttee  (FBC)  used  for  cross-functional  coordination 
as  necessary. 

© If  concurrence  obtained  from  impacted  agencies  two  decisionmaking 
possibilities: 

a.  Staff  principal  make  decision  as  a DCS  if  within  his  authority. 

b.  Action  processed  to  DAS  for  CSA/VCSA  decision. 

Non-concurrenccs  are  addressed  by  attempting  to  resolve  agency 
differences  by  face-to-face  meetings  of  principals  involved  followed, 
if  necessary,  by  VCSA  decision. 

(T)  Three  types  of  senior  management  decisions: 

EJ  CSA/VCSA  make  decision  on  basis  of  Staff  agency  recomnendatlon 
(PREFERRED) 

|b.|  SELCOM  addresses  actlon/lasue, decision  made  by  VCSA  following 

t 

diacuaslon/reconmendatlons . 

jcj  SELCOM  addresses  action/issue  and  recomaends  a position  to 
CSA/VCSA  for  later  decision. 

Staff  agency  with  functional  responsibility  must  monitor  execution/ 

. . implementation  of  the  decision,  particularly  aa  to  the  release  of 
ran  urces  to  field  commands  by  other  agencies  aa  required  by  the 
decision. 
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Table  VII -C -3 


involvement  in  terms  of  appropriation  and  program 
directorships  (discussed  at  Section  B to  this 
chapter)  from  this  agency  frees  the  C&POA  for  a 
central  focus  on  total  resource  evaluation  and 
review. 

I 

e.  In  keeping  with  Total  Army  goals,  the  Resource 
Management  function  should  Include  integration  and 
review  of  Reserve  Component  resource  impacted 
actions/issues.  The  intent  is  not  to  subvert  the 
management  prerogative  of  chiefs  of  the  National 
Guard  and  Army  Reserve  but  to  ensure  integration  of 
resource  review  and  decisionmaking  for  the  six 
Reserve  appropriations  within  a total-Army  process. 

f.  The  Cost  Analysis  capability  of  the  Comptroller  is 
an  essential  ingredient  of  the  review  function. 

Active  cost/economic  analysis  developed  resource 
options,  independent  cost  effectiveness  analysis, 
and  technical  review  must  be  recognized  as  key 
adjuncts  to  the  Director  of  Programs  and  Resource 
Management  Review  in  the  accomplishment  of  this 
expanded  Comptrollership  role.  Scenario  analysis 
continually  pointed  out  the  desirability  of  an 
increased  use  of  costing  expertise  in  order  to 
render  integrated,  timely  evaluations  of  resource 
impacted  staff  actions. 

g.  The  Resource  Management  Review  role  cannot  stop  at 
the  time  a decision  is  made.  This  function  must 
include  a continuing  evaluation  of  how  execution 
reflects  the  plan  and  impacts  on  the  out-year  pro- 
gram. Resource  Management  execution  review  by  the 
Director  of  Programs  and  Resource  Management  Review, 
in  coordination  with  the  Director  of  the  Army 
Budget,  proved  to  be  the  best  alternative  in  study 
group  analysis.  This  independent  review,  with  plan 
deviations  defended  by  functional  managers,  affords 
a total  resource  approach  to  whether  the  Army 
Program  remains  on  track.  Integral  to  this  concept 
is  the  establishment  of  key  annual  resource  decision 
points  for  the  SELCOM  AND  CSA.  The  intent  is  to 
gain  senior  management  participation  on  a regular 
defined  basis  for  key  resource  decisions.  A pro- 
posed annual  schedule  is  outlined  at  Table  VII-C-4 
and  discussed  in  detail  at  Chapter  XIV. 

RECOMMENDATION:  Charge  C&POA  with  DA  Staff  responsibility  for 

Resource  Management  Review. 
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THIS  PA SE  IS  BEST  QUALITY  PRACTICABLE 
QOPY  EyRJUSHED  TO  DEIC  


/**«*'*  > Table  VII-C-4 


Section  D.  Alternatives 


General 


The  study  group  recognized  that  there  are  feasible  alternatives  to  the 
recommendations  outlined  at  Sections  B and  C to  this  chapter,  particularly 
in  the  Base  Operations  or  Resource  Management  Review  areas . While  the 
alternatives  listed  below  are  not  meant  to  be  all  inclusive,  they  represent 
the  most  feasible  solutions  to  discussed  problems.  However,  in  no  case 
will  adoption  of  an  alternative  achieve  the  totality  of  management  improve- 
ments envisioned  by  the  study  recommendations. 

Base  Operations 

1.  Alternative  1 - Transfer  the  directorship  responsibility  from  COA 
to  DCSLOG  and  COE  as  Administrative  Programs  11  and  12  respectively. 

Management  of  OMA  under  this  alternative  is  summarized  graphically,  together 
with  other  program  responsibility  transfers,  at  Table  VII-D-1. 

a.  While  the  alternative  closely  aligns  functional  responsibilities 
of  the  DCSLOG  and  COE  with  responsibilities  for  administrative  program 
management,  the  need  to  retain  COA  Base  Operations  fiscal /program 

controls  is  essential,  particularly  in  light  of  increased  OSD/Congress 
Base  Operations  emphasis  and  reporting  requirements.  Further,  adoption 
of  this  alternative  requires  development  of  changes  to  the  Army  Management 
Structure  (AR  37-100-xx)  to  reflect  discrete  identification  of  Program  11 
and  12  resources  for  programing,  budgeting  and  execution  reporting  purposes. 

b.  As  in  the  case  of  the  RMSG  Base  Operations  recommendation,  the 
role  of  the  functional  manager  of  each  of  the  lettered  Base  Operations 
accounts  remains  basically  unchanged  from  the  current  management  organization. 
The  singular  area  of  change  involves  functional  account  resource  submission 

to  the  Administrative  Program  11  director  (the  DCSLOG)  who  then  is  charged 
to  integrate  resource  requirements  into  an  effective  Troop  Support  Activities 
program. 

c.  An  advantage  of  this  alternative  is  closer  alignment  of 
resource  management  to  the  two  prime  Base  Operations  functional  managers, 
DCSLOG  and  COE.  This  realignment,  to  include  development  of  Administrative 
Program  12,  also  offers  the  opportunity  for  closer  interface  between  OMA 
RPMA  activities  and  the  COE  managed  MCA  program.  However,  the  prime 
disadvantage  is  a split  of  BASOPS  management  responsibility  at  a time  of 
increased  OSD/Congressional  attention  to  overall  Base  Operating  Support 
Costs. 

d.  Pro's  and  Con's  of  split  DCSLOG/COE  Base  Operations 
Management  are  outlined  at  Table  VII-D-2. 


VII-D-1 


Table  VII-D-1 


PRO'S 

1.  Provides  program  Visibility  to  sn  RPMA 
spokssasa  - functional  manager  direct 
link  with  OMA  appropriation  director 

2.  Provides  potential  for  better  MCA/ RPMA 
program  interface  as  result  of  emphasis 
on  RPMA  as  a distinct  OMA  edmln  program 

3.  DCSLOG,  as  the  predominant  functional 
manager  of  residual  BASOPS,  in  excellent 
management  position 

- 56X  of  residual  BASOPS  $ 


COM'S 

1.  No  one  in  charge  of  total  Base  Operating  Support 

2.  Management  of  Base  Operations  decentralised 
at  a time  when  Congress/OSD  is  Increasing 
emphasis  on  management  of  total  Base  Operations 
Support  Costs 

3.  Expands  COA  requirement  to  manage  OMA  trade-offs 
between  MSN,  BASOPS  and  now  RPMA 


- 67Z  of  residual  BASOPS  $ 


Table  VI 1-0-2 


2.  Alternative  2 - Split  management  of  Base  Operations  between 
COA  as  director  of  Administrative  Program  11  and  COE  as  director  of 
Administrative  Program  12,  inclusive  of  COE  functionally  managed  accounts 
H,  J,  K,  L,  M and  R.  Management  of  OMA  with  this  alternative  is  summarized 
graphically,  together  with  other  recommended  program  responsibility  at 


a.  SELCOM  discussions  identified  that  this  alternative  did  not 
provide  for  program  management  of  residual  Base  Operations  (Administrative 
Program  11)  by  a functionally  oriented  Staff  agency. 

b.  Pro  s and  Con's  of  split  COA/ COE  Base  Operations  management 
are  outlined  at  Table  VII-D-4. 

c.  While  this  alternative  provides  the  potential  for  better 
COE  integration  of  OMA  RPMA  and  MCA  resource  requirements  programing  and 
budgeting,  it  fails  to  contribute  to  development  of  improved  program 
management  along  functional  lines.  The  COA  is  tasked  to  integrate  and 
balance  requirements  of  ten  diverse  functional  areas  without  functional 
expertise  or  staffing  capability.  For  this  reason  the  SELCOM  did  not 
recommend  this  alternative  be  presented  for  a CSA  decision. 


/ 
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ALTERNATIVE  2 - MANAGEMENT  OF  OMA  - COA/COE  BASOPS  SPLIT 


BASE  OPERATIONS  ALTERNATIVE  - SPLIT  MANAGEMENT  ICOA/COE) 


Base  Operations  Account  N 


While  the  N Account  is  not  closely  linked  with  any  Staff  agency,  an 
alternative  which  must  be  recognized  is  to  shift  management  responsibility 
from  COA  to  DCSPER.  This  alternative  would  free  COA  of  management 
responsibility  for  a diverse  account  and  concurrently  task  DCSPER  with 
resource  management  of  all  administration  type  functions/program 
(Program  9 and  Account  N) . 

Resource  Management  Review  (RMR) 

1.  A feasible  alternative  to  COA  Resource  Management  Review  is  to 
charge  PA&E  to  develop  such  a capability  on  a routine  basis.  This  alterna- 
tive is  closely  allied  to  the  alternative  discussed  at  Chapter  VI  to 
retain  the  programing  function  at  OCSA  level. 

2.  Throughout  the  analysis  of  functions,  and  solutions  to  management 
problems,  the  RMSG  identified  that  the  key  to  an  RMR  capability  on  the 
Army  Staff  is  the  close  link  with  the  programing  function.  This  is  to 
say  that  from  program  development,  and  even  planning  before  that,  to 
execution  there  must  be  a single  agency  designated,  not  as  a Czar  but 
with  ability  to  concur/non-concur , to  review  each  resource  impacted 
action  as  to  its  position  with  respect  to  Army  priorities,  goals, 
affordability,  total  resource  integration,  etc.  Clearly  this  is  partly 
the  role  of  the  programer  today,  except  that  with  a programer  other  than 
in  OCA,  the  single  RMR  agency  lacks  the  capability  for  an  effective  prior- 
year,  near  year  focus  without  either  additional  staffing  or  assistance 
from  OCA. 


3.  This  alternative  retains  the  OCS  level  program  emphasis  and 
"fire-fighting"  capability  of  PA&E,  continues  duplication  of  effort 
between  PA&E  and  COA  analysts,  but  does  provide  a DA  Staff  capability 
for  RMR,  a function  the  OCA  is  currently  tasked  with  but  not  staffed  to 
adequately  accomplish. 

4.  A RM  staffing  procedure  which  summarizes  staff  interface  with 
PA&E  with  Resource  Management  Review  reeponsibility  is  displayed  at 
Table  VII-D-5. 

5.  This  alternative  was  recommended  by  the  SELCOM  for  presentation 
to  the  CSA,  along  with  the  RMSG  proposal. 


Table  Vll-D-5 


VIII.  TRAINING  RESOURCES  AND  RESPONSIBILITY 


PROBLEMS 

1.  Total  force  readiness  is  dependent  upon  the  full  spectrum  of 
military  training,  i.e.,  individual,  collective,  unit,  skill  progression, 
professional,  and  professional  development,  all  of  which  is  difficult  if 
not  impossible  to  measure  under  our  present  functional  fragmentation  of 
training  responsibilities. 

2.  Training  costs  in  dollars  and  manpower  are  not  tied  to  the  readi- 
ness status  of  forces  within  a methodology  that  will  withstand  the 
detailed  scr.utiny  of  OSD/OMB  analysts. 

3.  Tradeoffs  between  Program  8-T  which  supports  individual/insti- 
tutional training  and  Program  2 which  supports  training  in  the  force  are 
difficult  to  achieve  under  the  present  split  responsibility  where  Programs 
2 and  8-T  are  under  the  directorship  of  DCSOPS  and  DCSPER  respectively. 

4.  Training  research,  developments,  support,  and  evaluation  must 
apply  Army-wide  for  full  value.  TRADOC  possesses  the  potential  to 
optimize  the  value  of  Army  training  dollars;  however,  without  centralized 
authority  and  resource  support  provided  by  a single  DA  staff  agency  charged 
with  the  Army's  overall  training  mission,  TRADOC  has  difficulty  achieving 
this  optimization. 

5.  The  present  division  of  responsibilities  between  training  in  the 
institution  and  in  units  constrains  both  trainers  and  unit  commanders. 

6.  There  is  no  single  functional  head  on  the  DA  Staff  to  provide 
central  management  and  resource  support  for  Army  training. 

HISTORICAL  BACKGROUND 


Review  of  Army  Organization  and  Function  manuals  reveals  that  training 
responsibilities  on  the  Army  Staff  were  extremely  fragmented  prior  to 
1957.  At  this  time  they  were  consolidated  under  the  DCSOPS.  Change  to 
AR  10-5  has  DCSOPS  assuming  responsibility  for  the  United  States  Military 
Academy  in  1958  and  the  U.S.  Army  War  College  in  1961.  Prior  to  1958 
USMA  had  been  treated  as  an  Army  Field  Command.  Training  remained  with 
DCSOPS  until  1963  when  the  responsibility  for  individual  and  unit  train- 
• ing  along  with  USMA  and  AWC  were  transferred  to  ACSFOR.  In  1966  respon- 

sibility for  individual  training,  less  aviation  flight  training  and 
foreign  military  training,  was  shifted  to  DCSPER  along  with  USMA  and  AWC. 
ACSFOR  retained  responsibility  for  training  concepts,  policies  and  pro- 
-*  grams  for  units  of  the  Active  Army,  and  when  federalized  the  reserve 

components.  ACSFOR  also  retained  responsibility  for  training  literature,  - 
ammunition  for  training,  training  aids,  new  equipment  for  training  and 
determination  and  monitorship  of  the  status  of  training  facilities.  With 


VIII-1 


the  disestablishment  of  ACSFOR  in  1974  all  these  training  functions  were 
shifted  to  DCSOPS  along  with  the  AWC  which  moved  from  DCSPER. 

GENERAL  DISCUSSION 


1.  To  appreciate  the  problems  stated,  one  must  understand  that  the 
training  of  Army  personnel  is  a dynamic  process  in  which  virtually  every 
Army  staff  agency  and  major  command  participates.  Every  soldier  has  been 
both  a trainee  and  a trainer  in  the  majority  of  cases.  Training  has  histor 
ically  been  recognized  by  Army  leaders  as  the  Army's  number  one  priority, 
especially  in  peacetime  environment  when  our  greatest  incentive  is  to 
deter  a future  war  with  well  trained  and  equipped  standing  forces.  The 
total  Army  Goals  published  by  the  Secretary  of  the  Army  and  Chief  of 
Staff  of  the  Army,  21  Sept  77,  stated  the  Readiness  Goal  as:  "Prepare 
the  Total  Army  for  rapid  transition  to  combat,  fully  capable  of  perform- 
ing its  wartime  mission."  Within  this  goal  the  following  training  readi- 
ness goals  were  established. 

a.  "Training  techniques,  both  in  the  training  base  and  in  units, 
will  take  into  consideration  the  increased  capability  of  weapons,  the 
potential  of  the  soldier,  and  the  Increased  cost — in  time  and  money — of 
training. " 


b.  "Soldiers  will  be  trained  to  the  capability  of  their  weapon 
or  equipment  in  less  time  at  tolerable  cost.  Crews  will  be  trained  to 
achieve  consistently  the  full  design  potential  of  their  systems." 

c.  "Units  will  train  as  they  will  fight.  They  will  learn  the 
tactical  applications  of  weapons  and  equipment  as  components  of  their 
parent  organizations.  All  units  will  strive  for  the  high  standards  of 
Army  Training  and  Evaluation  Programs  and  related  operational  readiness 
tests  within  the  tolerable  limits  of  space,  time,  and  cost." 

d.  "Commanders  will  bring  subordinate  leaders  abreast  of  inno- 
vations in  training  and  doctrine.  All  leaders  will  conserve  training 
time  and  cost,  and  minimize  interference  with  individual  training  on 
complex  weapons.  Field  training  exercises  with  troops  at  company  level 
and  above  should  be  preceded  by  war  games,  exercises,  or  simulations  and, 
then,  by  tactical  exercises  without  troops." 

e.  "Training  costs  can  be  cut  without  reducing  effectiveness 
through  greater  reliance  on  simulators,  self-paced  instruction,  one- 
station  unit  training,  and  a training  support  system  for  commanders." 

2.  Training  is  expensive,  particularly  when  one  considers  that  its 
cost  is  measured  in  billions  of  dollars  and  hundreds  of  thousands  of 
manyears  of  effort,  neither  of  which  the  Army  can  measure  with  any  pre- 
cision. While  every  appropriation  contributes  resources  to  the  training 
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mission,  it  is  difficult  to  delineate  and  quantify  these  resources 
separately.  Training  costs  can  be  associated  with  a lengthy  list  of 
activities  and  items,  i.e.,  instruction,  facilities,  training  developments, 
land  acquisition,  maneuver  damage,  equipment  loss,  logistic  support, 
training  aids,  training  literature,  transportation  and  TDY,  simulators, 
CPX's,  FTX's,  ARTEP'8  and  manpower.  It  is  unrealistic  to  believe  that 
all  training  costs  can  be  measured  accurately  in  dollars,  but  it  is 
important  that  the  Army  be  able,  with  a high  degree  of  confidence,  to 
answer  the  following  type  questions : 

- Is  it  more  expensive  to  conduct  AIT  in  the  institution  or 
the  unit? 

- What  are  the  relationships  between  readiness  status  and 
training  resources? 

- What  is  the  skill  decay  rate,  by  MOS,  and  how  best  solved? 

- What  training  devices  are  needed?  Cost?  How,  where  and 
when  are  they  best  used?  What  is  the  relative  value  of  use? 

3.  Increased  competition  for  the  defense  dollar  and  the  incessant 
challenge  by  analysts  to  do  better  with  less  require  intense  management 
and  justification  of  Army  requirements.  With  an  increasing  defense  budget 
and  the  concern  over  the  use  of  scarce  energy  resources,  it  can  be  anti- 
cipated that  OSD  and  Congress  will  continue  to  force  unprogramed  reductions 
in  the  training  institution.  Defense  against  these  reductions  and  devel- 
opment of  sound  tradeoffs  require  more  than  the  professional  assessment 
of  senior  soldiers.  It  requires  professional,  analytical  work  that  can 
withstand  close  scrutiny.  In  other  words,  the  content  of  our  various 
training  programs,  the  methodology  we  use  in  training  and  resulting  costs, 
and  where  we  do  our  training  need  to  be  examined,  rationalized  and  articu- 
lated as  precisely  as  possible.  The  chart  at  table  VIII-1,  which  contains 
an  Army  Training  Study  portrayal  of  training  relationships,  outlines  some 
of  the  key  questions  that  require  answers. 
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A.  Recognizing  that  training  is  the  Army's  number  one  priority,  costs 
billions  of  dollars  annually  and  is  becoming  more  difficult  to  defend 
before  Congress,  the  Army  still  does  not  have  its  responsibilities  structured 
to  accommodate  integrated  training  management.  Training  responsibilities 
and  budget  program  authority  are  fragmented  on  the  Army  Staff  with  DCSPER 
responsible  for  individual/ institutional  training  and  DCSOPS  for  indi- 
vidual and  collective  training  in  units.  Other  staff  agencies  with  sig- 
nificant training  responsibilities  are: 

a.  OTSG  - health  professional  education  and  training. 

b.  TJAG  - legal  professional  education  and  training. 

c.  DCSLOG  - logistics  training.  > 

d.  ACS1  - intelligence  training. 

e.  DCSRDA  - new  equipment  procurement  and  training.  . 
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Army  Training  Study: 

CLjj  fcverlan)  Coll)  Overlap  determines 

\</  effectiveness  and  efficiency. 

.M**n£s* 

What  effect  on  unit  tnq  or  readiness? 

- If  ind/unit,  impact  is  direct 

•• 

- If  collective,  impact  is  minimal  on  unit  tna 

- impact  is  direct  on  unit  readiness. 

What  effect  on  unit  tnq/readiness? 

- If  essential,  and  ind/unit  - direct  Impact. 

- If  essential,  and  collective  - no  tng  impact. 

* direct  readiness  impact. 

- If  not  essential  - doubtful  impact 

If  Ind  Tng  resources  arejj]2£reased  What  effect  on  unit  tno/readiness  resource  requirements? 

- Can  be  direct,  nil.  or  inverse  impact. 

Direct  if  unit  must  add/can  drop  tng. 

Nil  if  unit  neitheradds/drops  tng 

Inverse  if  ind  tng  add-on  increases  unit  requirements. 

- if  ind  tng  cut  reduces  unit  requirements. 

Table  VTTI-1 


All  these  agencies  have  a common  goal  of  training  readiness,  but  no  func- 
tional DA  Staff  is  charged  with  ensuring  that  their  efforts  are  integrated 
and  performed  in  the  most  efficient  manner. 


I 
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5.  Recent  reviews  of  HQDA  training  management  have  not  resolved 
the  total  issue.  In  November  1977,  the  Resource  Management  Study  Group 
(RMSG)  was  given  an  additional  mission  to  assess  training  management  on 
the  Army  Staff  and  recommend  organizational  changes  that  would  contribute 
to  improved  training  resource  management.  RMSG  review,  excursions  of 
other  ad  hoc  groups,  and  interviews  with  training  managers  at  headquar- 
ters DA  and  MACOM's  (FORSCOM,  TRADOC,  DARCOM)  identified  the  problems 
with  the  current  system  reflected  earlier  in  the  chapter  and  summarized 
in  table  VIII-2. 
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PROBLEMS:  TRAINING  MANAGEMENT 


1.  Training  function  and  resources  are  divided:  Indvs.  Unit 

2.  Division  hampers  determination  and  justification  of  training  needs,  and  response 
to  training  base  challenges 


3.  Division  results  in  poor  War/Emergency  posture  for  training 

4.  Problem  is  not  well  understood 

5.  Fortunately,  problem  is  not  yet  critical 

6.  Problem  stems  from: 


- TRADOC  System 

- Increasing  costs  and  complexity 

- Increased  deployability/readiness  requirements 

- Acquisition  of  new  weapons  systems 

- Impact  of  training  on  ability  to  win  outnumbered 


Table  VIII-2 
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PROBLEM  DISCUSSION 
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1.  Readiness  is  dependent  upon  all  military  training. 

a.  When  the  term  "Readiness"  is  used,  there  is  the  tendency  to 
think  in  terms  of  the  monthly  readiness  report  by  battalion  and  separate 
companies,  which  through  quantitative  scores  and  subjective  evaluations, 
provides  an  indicator  of  a unit's  ability  to  perform  its  assigned  mission. 
The  Secretary  of  the  Army  and  Chief  of  Staff  of  the  Army  Readiness  Goal  and 
corresponding  training  readiness  goals  are  not  limited  to  individual 

or  unit  readiness  but  address  readiness  in  terms  of  the  total  Army. 

Training  readiness  in  this  context  takes  on  a more  complex  role.  It 
encompasses  more  than  having  combat  units  trained  to  fight  outnumbered 
and  win  the  first  battle.  In  addition  to  the  Active  Army  and  reserve 
components,  there  is  the  need  to  ensure  that  collective  training  efforts 
with  NATO  allies  provide  for  alignment  with  common  allied  doctrine 
and  tactics,  and  recognition  of  NATO  mission,  techniques  in  training, 
readiness  plans,  and  standing  operating  procedures.  It  includes  the 
logistics,  transportation  and  maintenance  training  required  to  enhance 
our  combat  sustainability  on  the  modern  battlefield  and  the  medical 
training  required  for  treatment,  care,  and  return  of  wounded  to  battle. 

b.  Training  to  achieve  total  Army  readiness  must  represent  a 
proper  integration  and  balance  of  all  the  individual,  collective  and 
specialized  skills  required  to  defeat  the  threat.  Starting  with  threat 
analysis,  the  combat  developer,  under  the  staff  supervision  of  the  DCSOPS, 
develops  the  organization,  materiel  requirements  and  doctrine  to  defeat  the 
threat.  The  trainers  (TRADOC,  HSC,  and  DARCOM)  must  analyze  the  organi- 
zation, materiel  requirements  and  doctrine  to  determine  the  individual 

and  collective  skills  to  be  taught  which  will  permit  optimization  of 
the  individual  skills  and  equipment  potential  necessary  to  achieve  a 
readiness  posture  commensurate  with  assigned  missions.  These  skills  must 
be  taught  within  the  institution  (Army  Training  Center  and  service  schools) 
and  in  the  units  of  the  force.  Where  the  training  for  these  skills  is 
provided  depends  upon  a number  of  constraining  factors  such  as  dollars, 
facilities,  skill  density,  decay,  and  mobilization  requirements. 

c.  Training  in  the  institution  is  now  under  the  staff  super- 
vision of  DCSPER.  Training  in  units  involves  both  DCSPER  and  DCSOPS. 

The  TRADOC  role,  as  the  Army  Trainer  in  the  field,  is  not  limited  to  the 
training  centers  and  service  schools.  It  also  encompasses,  under  the 
staff  supervision  of  DCSOPS,  training  support  to  units  in  the  form  of 
training  literature,  ARTEP's,  audio-visual  support,  and  non- type  classi- 
fied training  devices.  This  split  is  displayed  in  the  chart  at  table 
VIII-3. 
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d.  In  summary,  there  are  several  DA  staff  agencies  Involved  in 
Army  Training;  however,  no  central  DA  Staff  Training  Manager  is  looking 
at  the  total  spectrum  of  training  to  ensure  that  the  proper  integration 
of  individual  and  collective  skills  are  taught  in  the  proper  place  at  the 
right  time  to  optimize  training  readiness  within  a resource  constrained 
environment . 

2.  Training  costs  not  tied  to  readiness  status. 

a.  Funding  for  training  is  primarily  accounted  for  in  OMA 
Programs  2 (DCSOPS) , 8-M(0TSG) , and  8-T  (DCSPER) , and  procurement  appropri- 
ations under  DCSRDA  for  training  ammunition,  equipment,  training  devices  and 
simulators.  Individual  training  conducted  in  the  institution.  Program 
8-T,  can  be  costed  within  the  Army  Training  Resource  and  Requirements 
system  (ATRRS)  operated  by  DCSPER.  However,  although  a given  type  of 
training  can  be  isolated  and  costed  within  the  ATRRS,  there  is  no  direct 
linkage  between  training  provided  and  unit  readiness.  Training  in  units  is 
funded  under  Program  2 (DCSOPS);  however,  the  ability  of  relating  resources 
to  type  training  or  readiness  is  virtually  non-existent. 
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b.  The  current  ongoing  Army  Training  Study  (ARTS)  has  been 
charged  to  determine  the  functional  relationships  among  resources  for 
Institutional  and  unit  training,  the  individual  and  collective  training 
programs  of  the  total  Army  Training  System,  the  resultant  training  readi- 
ness, and  combat  effectiveness. 

c.  DPS-40  is  the  most  recent  example  of  the  Army  Staff  Inability 
to  deal  with  an  OSD/OMB  challenge  to  the  training  base.  Had  there 

been  a single  Training  manager  with  functional  and  resource  authority,  he 
would  have  been  in  a position  to  develop  cost  proposals,  readiness  Impact, 
and  significant  trade-off  issues.  As  a result  of  the  HQDA  Staff  not  being 
oriented  on  solving  this  sort  of  problem  because  of  split  functional  and 
resource  staff  responsibility,  TRADOC  was  called  upon  to  solve  a DA  Staff 
resource  management  problem.  With  functional  and  program  resource  respon- 
sibility (P-2&8-T)  split  at  HQDA,  between  the  trainers  (TRADOC,  HSC, 

DARCOM)  and  the  operational  units,  there  is  little  chance  of  success  in 
achieving  a realistic  assessment  of  tradeoffs  in  the  training  arena. 

3.  Tradeoffs  between  individual  training  (P-8T)  and  Unit  Training 
(P-2)  are  difficult  to  achieve. 

a.  Today  there  is  no  way  to  draw  realistic  comparisons  on  what  it 
costs  to  produce  a certain  type  of  training  in  the  institution  (P8-T)  vs.  what 
that  same  type  training  will  cost  in  the  unit  (P-2).  With  Increased  OSD 
and  congressional  pressure  on  the  Army  to  reduce  training  costs  and  better 
manage  training,  we  must  be  able  to  articulate  in  terms  of  dollars,  type 
training,  training  time,  facilities,  and  readiness  what  occurs  when  forced 
to  eliminate  certain  training  entirely  or  transfer  it  from  the  training 
institution  to  units  in  the  force.  This  is  extraordinarily  difficult  today 
with  training  policy  and  funds  split  between  DCSPER  and  DCSOPS.  To  provide 
the  answers  required  to  adequately  justify  training  costs  and  establish 
tradeoffs  requires  a common  costing  program  for  training  which  accurately 
addresses  and  interrelates  both  institutional  and  unit  training  costs 
(dollar,  people  and  time).  This  is  one  of  the  issues  being  addressed  by 
the  Army  Training  Study.  The  Army  needs  precise  analytical  Information 
that  will  withstand  the  close  scrutiny  of  OSD  and  congressional  analysts 
if  it  is  to  convince  decision  makers  that  arbitrary  reductions  in  the 
training  base  are  detrimental  to  readiness.  Consolidation  of  individual 
and  unit  training  and  the  OMA  programs  that  support  this  training  under 
a single  training  manager  charged  with  the  responsibility  of,  and  in  a 
position  to  integrate,  the  total  Army  Training  effort  from  a DA  position, 
cannot  help  but  place  the  Army  in  a better  position  to  achieve  this  goal.  . 

4.  Training  research,  developments,  support,  and  evaluation  must 
apply  Army-wide  for  full  value: 

v 

a.  In  the  area  of  training  research,  development,  support  and 
evaluation,  TRADOC  has  made  a quantum  improvement  in  the  way  the  Army 
trains.  What  is  questionable  is  whether  the  Army  has  capitalized  on 
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these  improvements  in  terms  of  training  efficiencies  i.e.,  better  train- 
ing for  less  dollars.  For  example: 


(1)  The  Training  Extension  Course  (TEC)  program  has  added 
iflbther  dimension  to  training  in  units,  both  AC  and  RC.  Through  the  use  j 

ef  prepackaged,  multi-media,  performance  oriented  programs,  the  indi- 
vidual soldier  is  given  the  means  to  improve  upon  his  MOS/job  proficiency  I 

in  his  unit.  The  problem  is  utilization.  Is  TEC  being  used  effectively 
for  its  intended  purpose  or  is  it  stored  in  some  battalion  supply 
room  because  facilities  are  limited,  security  poses  a problem,  or  com- 
manders under  a decentralized  training  philosophy  have  not  provided  adequate 
plans  and  guidance  for  efficient  utilization.  TRADOC  can  develop  the 
requirement  and  convince  the  Army  to  develop,  procure,  and  distribute  an 
item  such  as  TEC,  but  it  is  not  in  a position  to  direct  or  manage  Army-wide 
utilization. 


(2)  Sub-caliber  training  devices  offer  enormous  savings  in 
ammunition  and  tube  life  of  crew  served  weapons,  if  properly  utilized; 
however,  if  no  restrictions  are  placed  on  the  use  of  regular  ammunition 
and  other  resources,  commanders  will  generally  opt  for  shooting  the  real 
thing.  Policy  and  procedures  must  be  established  that  require  use  of 
these  devices  for  a portion  of  training  and  maintenance  of  proficiency; 
otherwise,  no  savings  or  improved  readiness  and  proficiency  at  reduced 
cost  can  be  programed  or  achieved. 

b.  To  best  utilize  new  training  developments  requires  an  Army 
policy  for  integrated  training  which  is  manageable  in  the  field.  This 
does  not  have  to  be  a degradation  of  the  current  philosophy  of  decentrali- 
zation, but  rather  a systematic  approach  to  training  which  recognizes  the 
economies  to  be  achieved  by  the  advancements  in  training  developments. 
Rather  than  being  an  Infringement  on  command  prerogatives,  this  action 
should  be  viewed  as  management  guidance  to  assist  in  achieving  readiness 
commensurate  with  the  mission  in  a resource  constrained  environment. 

5.  Artificial  division  of  responsibility  limits  the  options  open 
to  both  the  trainer  and  unit  commander. 

a.  Training  responsibility  is  split  between  individual  and  unit 

training. 

(1)  Individual  training  is  that  which  we  conduct  for  the 
soldier  to  give  him  the  skills  and  knowledge  he  needs  to  perform  his  job 
and  is  the  General  Staff  Responsibility  of  the  DCSPER.  In  the  past,  indi- 
vidual training  was  conducted  primarily  in  training  centers  and 
service  schools  with  some  OJT  in  units  leading  to  MOS  qualification. 
Today's  soldier  will  receive  most  of  his  training  in  the  unit  through 
exported  training  materials  and  the  Noncommissioned  Officer  Education 
System  (NCOES) , established  to  prepare  enlisted  personnel  to  accept 
positions  of  increased  responsibility  commensurate  with  their  grade  and 
MOS. 
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(2)  When  one  discusses  individual  training  in  units,  the 
Skill  Qualification  Test  (SQT)  must  also  be  addressed.  SQT  represents  a 
major  change  in  the  enlisted  evaluation  system  and  replaces  the  current 
MOS  test  for  each  skill  level  and  MOS.  It  contains  the  basic  component 
of  hands-on,  written,  and  performance  certification  designed  to  test  the 
soldier's  ability  to  perform  the  critical  tasks  necessary  for  him 

to  perform  his  job.  SQT  is  much  more  than  a measure  of  an  individual's 
ability  to  perform  his  job,  it  represents  a training  system  under  our 
present  training  philosophy  of  "Train  to  Test"  and  provides  a quantita- 
tive measure  of  the  effectiveness  of  unit  training  programs  when  aggre- 
gated by  task  at  unit  level.  The  original  intent  of  SQT  was  to  provide 
a training  management  tool  for  the  commander  in  assessing  the  validity/ 
effectiveness  of  his  individual  training  programs.  However,  in  execution, 
it  has  been  skewed  more  toward  the  personnel  management  side  of  the  arena 
and  is  rapidly  developing  into  a glorified,  highly  controlled  MOS  test 
which  governs  career  progression  training  and  promotion  competitiveness. 
Additionally,  and  of  great  concern  to  a recent  senior  commander,  it  is 
being  used  to  compare  and  evaluate  the  performance  of  unit  commanders. 

This  places  the  commander  in  the  compromising  position  of  making  decisions 
between  individual  and  collective  training,  balanced  against  his  personal 
career  goals.  For  example: 

(a)  Unit  commanders  are  standing  down,  at  the  expense 
of  all  else,  to  prepare  for  SQT. 

(b)  Reserve  Component  commanders  are  requesting  the 
full  two  week  annual  training  period  to  be  devoted  to  SQT. 

(c)  Fear  of  Failure  (unit/ individual/personal)  tends 
to  force  commanders  to  get  past  SQT,  or  else. 

(d)  The  total  impact  is  speculative;  however,  if  the 
current  trend  continues,  SQT  may  severely  interfere  with  unit  training 
and  readiness  as  opposed  to  the  original  intent  of  improving  Individual 
skills  to  enhance  total  unit  readiness. 

(3)  NCOES,  TEC  and  SQT  are  all  under  the  General  Staff 
responsibility  of  the  DCSPER. 

(4)  Unit  training,  under  the  General  Staff  responsibility 
of  the  DCSOPS  represents  all  training,  both  individual  and  collective, 
conducted  within  the  unit,  with  the  exception  of  OJT  leading  to  initial 
MOS  qualification.  Historically,  training  conducted  in  units  has  been 
prescribed  by  higher  headquarters  in  terms  of  specified  subjects  and 
hours  of  instruction.  The  results  were  that  battalion  and  company  com- 
manders had  more  training  requirements  than  they  had  time  and  men  to 
accomplish.  In  1971  the  Chief  of  Staff  of  the  Army  directed  that  manda- 
tory training  be  abolished  and  that  a policy  of  decentralized  training 
be  implemented  by  the  Army.  Each  succeeding  Chief  of  Staff  has  endorsed 
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this  policy  of  decentralization  which  places  authority  and  responsibility 
for  the  planning,  conduct  and  internal  evaluation  of  training  at  the 
battalion  and  separate  company  command  level.  This,  in  effect,  means  that 
decentralized  training  focuses  all  the  Army  training  efforts  at  the  unit 
level  where  the  training  job  is  actually  performed.  It  is  at  unit  level 
that  the  commander  must  Integrate  and  prioritize  the  unit  resources  of 
time,  men,  equipment  and  facilities  with  the  ultimate  objective  of  a 
proficient  unit  able  to  perform  its  assigned  mission. 

b.  With  training  split  between  DCSOPS  and  DCSPER,  individuals 
train  under  one  training  policy  while  in  the  institution  and  under  two 
training  policies  within  the  unit.  This  becomes  extremely  critical  when 
these  two  training  policies,  both  of  which  focus  on  individual  and  unit 
readiness,  are  competing  for  the  most  important  unit  resource-unit  train- 
ing time.  As  a result,  there  is  a need  for  an  integrated  Army  training 
management  system  which  blends  the  efforts  of  the  combat  developer,  train- 
ing developer,  training  centers,  service  schools,  and  brigade  and  higher 
headquarters  with  the  work  of  the  battalion  and  company  trainers.  Such 
a system  should:  enhance  the  ability  of  the  unit  trainer  to  plan,  con- 
duct, and  evaluate  training;  enable  brigade  and  higher  commanders  to 
provide  appropriate  training  guidance,  allocate  training  resources  prop- 
erly, and  evaluate  training  efficiency  and  effectiveness  more  objectively; 
improve  training  communications  among  the  field  units  and  the  service 
schools  so  that  the  latter  can  provide  the  literature  and  instructional 
materials  in  the  type  and  quantity  needed  for  training  individuals  and 
units. 

6.  No  functional  head  on  the  DA  Staff  to  provide  total  Army  oriented 
Training  management  and  resource  support . 

a.  With  the  split  in  responsibility  between  individual  and  unit 
training,  the  capability  to  view  total  training  requirements  from  entry 
on  active  duty  through  MOS  proficiency,  individual  readiness  in  the  unit, 
unit  readiness,  and  combat  effectiveness  is  greatly  reduced.  Changes  in 
national  strategy  and  policy  impact  upon  the  resources  devoted  to  defense 
which  in  turn  affect  the  force  structure.  The  integration  of  mission, 
organization  and  materiel  determines  what  skills  and  capabilities  indi- 
viduals and  units  must  be  capable  of  performing  to  meet  established 
readiness  goals  that  support  our  national  strategy. 

b.  Today’s  environment  of  constrained  resources,  sophisticated 
equipment  and  the  premise  that  we  must  be  prepared  to  fight  a "come  as 
you  are  war,"  require  the  Army  Staff  to  be  able  to  view  and  manage  the 
total  spectrum  of  military  training  from  conceptual  requirements  through 
execution  and  evaluation  of  total  force  readiness.  It  is  within  this 
ever  changing  environment  that  Individual  and  collective  skills  are 
identified  that  will  better  permit  the  Army  to  fight  and  survive  on  the 
modern  battlefield.  The  trainer  must  determine  where  and  how  to  best 
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develop  chose  skills  within  boCh  the  training  institutions  and  units. 

The  Army  does  not  do  a credible  Job  under  the  split  In  training  functions 
and  resource  allocation  that  exists  on  the  staff  today. 

c.  While  reviewing  the  current  Army  Staff  procedures  for  accom- 
plishing the  training  function,  the  study  group  was  confronted  with  the 
questions  of:  Why  consolidate  training?  Why  change  when  the  current 
methods  appear  to  work  reasonably  well?  It  may  well  be  that  the  Army 
Staff  under  its  present  organization  has  been  able,  with  the  determination 
and  dedicated  efforts  of  its  personnel,  to  prevent  or  ward  off  any  major 
problems  in  the  training  area,  however,  the  considerations  of  what  is  needed 
in  training  shown  in  table  VIII-4  below  still  appear  valid.  The  high 

cost  of  Army  training  in  terms  of  manpower  and  dollars  and  its  direct 
impact  on  readiness  and  national  security  will  continue  to  come  under  the 
close  scrutiny  of  OSD  and  Congress,  especially  in  a resource  constrained 
environment.  The  Army  must  be  in  a position  to  defend  its  training  objectives 
and  associated  resources  in  a manner  that  will  establish  confidence  and 
credibility  with  Congress. 

CONSIDERATION  OF  WHAT  IS  NEEDED  - TRAINING 

1.  A DA  Staff  Training  Director  with  staff  responsibility  for  all  military  training. 

2.  Central  management  of  training  resources  to  ensure  best  possible  use. 

3.  Creation  of  a clear  relationship  between  training  resources  and  readiness 
goals. 

4.  A DA  Staff  office  that  can  consider  trade-offs  among  Individual,  Individual 
in  Unit,  and  Collective  Training. 

5.  A DA  Staff  voice  in  all  issues  impacting  on  training. 

6.  Army-wide  recognition  of  training  as  the  Army's  number  one  peacetime 
mission. 

Table  VIII-4 

d.  Consolidation  of  training  under  a single  Army  staff  agency 
will  not  immediately  solve  all  the  training  problems.  It  will,  however, 
provide  the  focus  and  framework  within  which  a program  of  training  can 
be  developed  that  addresses  the  total  spectrum  of  Army  training  from 
threat  analysis  to  combat  readiness.  This  framework  includes  the  doc- 
trine of  how  to  defeat  the  threat,  combat  developments,  identification 
of  individual  and  collective  skills  required,  training  developments, 
training  standards  and  methods  for  institutions  and  units,  effectiveness 
evaluation,  and  the  relationship  of  each  of  these  ingredients  to  resource 
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requirements  and  utilization.  It  does  not  include  the  process  of  identi- 
fying the  numbers  of  people  required  in  a given  skill,  at  a given  time 
or  the  recruiting  and  distribution  of  personnel  assets. 


1.  FINDING: 


DISCUSSION: 


RECOMMENDATIONS : 


2.  FINDING: 


The  split  in  functional  and  program  responsibility 
for  individual  and  unit  training  on  the  Army  staff 
does  not  provide  for  unity  of  effort.  - 

. Individual  and  unit  training  responsibilities  are 
presently  split  between  DCSPER  and  DCSOPS  respec- 
tively. The  two  OMA  programs  (P-2  & P-8T)  that 
support  the  majority  of  training  are  also  split 
between  DCSOPS  and  DCSPER.  TRADOC  is  responsible, 
under  the  staff  supervision  of  DCSPER,  for  training 
developments  and  individual  training  in  the  Army 
training  centers  and  service  schools.  TRADOC  is 
also  responsible  for  combat  developments  (DCSOPS), 
individual  training  support  to  units  (NCOES,  SQT, 
TEC,  supervised  OJT  - DCSPER)  and  other  support  to 
units  (ARTEP,  training  literature,  audio-visual 
support  activities  - DCSOPS).  Program  2 provides 
funds  for  training  in  units,  combat  developments 
in  TRADOC,  audio-visual  support  for  installations 
other  than  TRADOC  and  unit  schools  support  in  over- 
seas areas.  Program  8-T  provides  funds  for  indi- 
vidual training  in  Army  training  centers  and  serv- 
ice schools,  combat  and  training  developments  in 
TRADOC,  development,  production  and  distribution 
of  exported  training  materials  used  in  units,  and 
audio-visual  support  for  TRADOC  installations. 

. Competition  for  the  defense  dollar  requires  the 
Army  to  efficiently  manage  and  justify  its  training 
resources  in  terms  of  total  Army  readiness.  The 
fragmentation  of  functional  and  program  responsi- 
bility within  the  DA  staff  and  the  resultant  MACOM 
problem  of  seeking  guidance  and  resource  support 
from  at  least  two  staff  agencies  does  not  provide 
for  unity  of  effort  and  efficient  use  of  resources. 

. That  DCSOPS  be  charged  with  DA  Staff  responsibility 
for  all  military  training. 

. That  program  8-T  be  transferred  from  DCSPER  to 
DCSOPS. 

There  is  certain  training  of  a specialized  nature 
that  should  remain  with  present  DA  functional 
managers . 
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DISCUSSION: 


a.  Although  it  has  been  recommended  that  individual 
training  be  transferred  from  DCSPER  to  DCSOPS,  the 
function  of  pre-commission  training,  civil  education 
and  civilian  personnel  training  should  remain  with 
DCSPER. 

b.  Pre-commission  training  within  the  United  States 
Military  Academy  and  ROTC  is  done  as  part  of  the 
officer  accessioning  process  and  is  conducted  prior 
to  entry  on  active  duty.  The  pre-commissioning 
program,  to  include  training,  should  remain  with 
DCSPER. 

c.  While  considered  pre-commissioning  training,  OCS 
instruction  takes  place  after  entry  on  active  duty 
within  a service  school  and  is  closely  aligned  with 
the  officer  basic  courses.  The  training  included 
in  OCS  should  be  a DCSOPS  responsibility;  however, 
the  identification  of  standards  and  selection  of 
personnel  to  enter  OCS  should  remain  with  DCSPER. 

d.  Civil  education  and  training  with  industry  are 
conducted  outside  the  military  training  environment 
and  are  of  a career  progression,  specialized  nature 
and  should  remain  with  DCSPER. 

e.  The  civilian  training  program  should  remain  with 
DCSPER. 

f.  Logistic  training  should  remain  under  the  general  staff 
responsibility  of  the  DCSLOG,  however,  resources 

and  training  objectives  must  be  coordinated  with 
DCSOPS  to  ensure  that  they  are  in  consonance  with 
total  Army  training  goals. 

g.  Professional  legal  and  medical  training  should 
remain  under  the  OTJAG  and  OTSG  respectively,  with 
resource  requirements  and  training  objectives  coor- 
dinated with  DCSOPS. 


RECOMMENDATIONS:  a.  That  DCSPER  continue  responsibility  for  pre-commis- 

sioning  training,  civil  education,  professional 
development,  and  civilian  personnel  training. 


b.  That  OTSG  and  OTJAG  continue  responsibility  for 

professional  medical  and  legal  training  respectively, 
with  resources  and  training  objectives  coordinated 
with  DCSOPS. 

J 
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3.  FINDING: 

DISCUSSION: 


I 

RECOMMENDATION: 

SUMMARY: 

/ 


I 
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c.  That  DCSLOG  continue  responsibility  for  logistics 
training,  with  resources  and  training  objectives 
coordinated  with  DCSOPS. 

Determination  of  who  should  be  trained,  when  they 

should  be  trained,  and  in  what  numbers  - is  integral  I 

to  personnel  management  and  is  the  responsibility 

of  DCSPER. 

a.  The  accessioning,  training,  distribution  and 
separation  of  Army  personnel,  is  now  a function  of 
the  DCSPER.  The  determination  of  who,  how  many, 
what  MOS,  and  when  is  integral  to  both  the  initial 
accessioning  and  distribution  of  personnel  and 
unquestionably  a function  of  personnel  management. 

What  is  to  be  taught  and  how  and  where  it  is  to  be 
taught  is  dependent  upon  the  individual  and  collec- 
tive skills  required  to  defeat  the  threat  and  is 
more  closely  aligned  with  DCSOPS  functions. 

b.  It  is  critical  not  to  inadvertently  disrupt  the 
DCSPER  automated  systems  and  associated  routines, 
i.e.,  PERSACS,  COMPLIP,  PIA,  ATRRS,  ARPRINT, 

REQUEST,  ACT,  REVAIL  and  CAP  III,  upon  which  the 
whole  accessioning,  recruiting,  loading  of  the 
training  base,  and  distribution  to  units  is  based. 

DCSPER  may  not  require  management  of  the  ATRRS/ 

ARPRINT  system  to  manage  accessioning  and 
distribution,  but  there  is  a need  for  continuous 
access  to,  and  close  coordination  of,  the  information 
produced. 

c.  It  is  essential  that  close  coordination  occur 
between  DCSPER  and  DCSOPS  to  ensure  that  the  require- 
ment to  train  individuals  can  be  supported  by  the 
training  base.  It  is  also  imperative  that  any 
restructionlng  of  the  training  base,  i.e.,  deletion 
of  courses,  course  length,  and  changes  in  POI, 
which  affect  quality  of  accessioning  or  career 
progression,  be  coordinated  with  DCSPER. 

That  DCSPER  retain  responsibility  for  loading  the 
training  base. 

The  charts  at  Tables  VIII-5  and  VIII-6  summarize 
the  management  process  seen  by  the  RMSG  as  resultant 
from  implementation  of  training  management  recommenda- 
tions in  this  chapter. 
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Section  A.  Military  Career  Field  Impacts 


PROBLEMS 

1.  The  existing  military  and  career  specialties/programs  do  not 
satisfy  the  need  for  highly  trained,  properly  utilized  personnel  in  posi- 
tions which  best  satisfy  the  RM  needs  of  the  Army. 

2.  The  current  lack  of  emphasis  given  to  Manpower  Management  as  a 
speciality  under  OPMS  does  not  allow  for  the  professional  development  of 
personnel  Involved  in  this  critical  aspect  of  Army  resource  management. 

BACKGROUND 


1.  With  the  Implementation  of  the  Officer  Personnel  Management 
System  (OPMS),  the  duties  associated  with  Military  Occupational  Speciality 
(MOS)  2265,  Manpower  Control  Officer,  were  Incorporated  into  a new  spe- 
ciality skill  41A,  Personnel  Management  Officer.  Manpower  related  duties 
are  also  reflected  in  Speciality  Skills  45C,  Management  Officer;  54, 
Operations  and  Force  Development;  and,  67G,  Health  Services  Manpower 
Control  Officer. 

2.  An  Additional  Skill  Identifier  (ASI)  of  7X  may  also  be  used 
with  any  Speciality  Code  to  reflect  manpower  duties.  To  be  awarded  this 
ASI  an  officer  must  have  completed  the  Manpower/Force  Management  Course 
at  the  Army  Logistic  Management  Center,  Fort  Lee,  VA  (A1MC)  or  have 
served  a minimum  of  one  year  in  a position  requiring  manpower  management 
skills. 

3.  Under  OPMS  there  is  not  a specific  speciality  for  Resource  Manage- 
ment. The  concept  is  that  each  officer  is  inherently  a "resource  manager" 
and  therefore,  a speciality  dedicated  to  that  sole  function  is  unnecessary. 
While  this  concept  is  basically  true,  the  complex  nature  of  today's 
resource  management  problems  requires  specialized  skills  to  perform  certain 
specialized  management  responsibilities  beyond  the  scope  of  normal  mili- 
tary career  progression  education  or  experience  levels. 

FINDINGS : 1.  On  implementation  of  the  study  recommendations 

concerning  the  consolidation  of  the  Manpower  func- 
tion, an  evaluation  of  the  current  OPMS  and  EPMS 
specialities  which  include  manpower  management 
responsibilities  should  be  conducted  to  determine 
which  single  officer  and  enlisted  speciality  is 
best  suited  for  development  and  management  of  skills 
necessary  to  ensure  training  and  assignment  of 
qualified  personnel  to  key  manpower  management 
positions. 
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2.  There  is  a need  Co  determine  the  training  needs 
of  Army  resource  managers  and  to  ensure  increased 
DA  level  emphasis  on  the  development  of  resource 
management  skills  for  military  managers. 

DISCUSSION:  a.  Officers  occupying  positions  involving  the  determina- 

tion and  allocation  of  manpower  assets  require  addi- 
tional specialized  training  and  assignments  providing 
an  expanded  breadth  of  experience  in  order  to  better 
execute  the  Army's  Manpower  Management  program. 

Those  officer  specialities  dealing  with  other  aspects 
of  resource  management  also  generally  lack  the 
training  required  to  provide  the  thorough  technical 
evaluation  needed  for  today's  complex  resource 
decisions.  The  Air  Force,  for  example,  recognizes 
the  need  for  professional  managers  as  well  as  com- 
petent combat  officers  and  provides  speciality  skills 
which  allow  an  officer  to  progress  through  an  entire 
career  serving  in  a specialized  area  of  management, 
i.e.,  manpower  management,  program  management.  While 
it  is  recognized  that  the  Army's  mission  may  preclude 
the  dedication  of  officer  spaces  to  a career  of 
resource  management  alone,  steps  could  be  taken  to 
ensure  that  each  officer  is  provided  sufficient  training 
in  resource  management  in  order  to  develop  those 
skills  needed  to  successfully  perform  duties  required 
in  key  staff  assignments. 

b.  Under  the  current  OPMS  speciality  configuration, 
the  required  degree  of  emphasis  cannot  be  given 
to  Manpower  Management.  Assignments  to  key  man- 
power positions  are  often  not  made  based  upon  prior 
training  and/or  experience  and,  as  a result,  on- 
the-job  training  and  personal  dedication  to  job 
accomplishment  are  the  key  factors  to  effective 
management  of  the  manpower  program.  Assignment 

of  an  officer  with  a 54  OPMS  secondary  speciality 
(Operations  and  Force  Development)  to  a manpower 
analyst  function  without  prior  training  or 
experience  results  in  two  negative  situations, 
frustration  on  the  part  of  the  individual  and 
application  of  inadequate  manpower  management 
expertise. 

c.  The  selection  of  an  OPMS  speciality  code  responsible 
for  Manpower  Management  should  be  determined  largely 
upon  the  basis  of  which  staff  element  the  manpower 
function  is  located.  Approval  of  the  recommendations 
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RECOMMENDATION: 


stated  In  Chapter  V of  this  study  (i.e.,  consoli- 
dation of  the  Manpower  function  in  DCSPER) , makes 
it  desirable  for  Manpower  Management  to  be  a 
discrete  sub-speciality  of  OPMS  speciality  41, 
Personnel  Management.  However,  in  order  to  reduce 
unnecessary  personnel  turbulence,  any  change  in 
current  OPMS  designation  should  not  be  initiated 
until  the  reorganized  manpower  function  has  been 
in  operation  for  a period  of  one  year.  This  will 
permit  orderly  Identification  of  the  specific  skill 
requirements  necessary  for  a manpower  sub-speciality. 
During  this  period  ASI  7X  should  continue  to  be  used 
to  identify  those  positions  which  require  specific 
manpower  management  expertise. 

(deferred  for  further  study/action  by  functional 
managers/Director  of  Management  by  4 April  1978 
VCSA  decision) 

1.  Establish  a separate  speciality  code  for  Man- 
power Management  in  OPMS  and  EPMS. 

2.  Increase  emphasis  on  Resource  Management 
training  for  military  managers. 
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Section  B.  Civilian  Career  Field  Impacts 

PROBLEMS 

1.  The  management  analyst  series  (GS-343)  is  used  within  the  Army 
to  cover  a broad  range  of  responsibilities  which  results  in  the  need  for 
multiple  career  management  programs  and  diversified  training  and  experi- 
ence requirements. 

2.  The  responsibility  for  training  and  development  of  civilian 
employees  has  been  largely  decentralized  which  results  in  non-uniform 
policies  concerning  who  shall  receive  training  and  how  the  employee, 
once  trained,  will  be  utilized. 

BACKGROUND 

1.  The  Army  currently  has  17  Army-wide  Civilian  Career  Programs, 
and  over  85  percent  of  all  GS-12  and  above  Army  employees  are  career 
program  registrants.  Career  program  positions  below  GS-12  are  centrally 
managed  by  career  program  managers  at  the  MACOM  level.  In  1974,  the 
Army  Civilian  Career  Management  Field  Agency  (CCMFA)  was  established. 
Under  the  CCMFA,  the  Army  partially  consolidated  operations  for  the 
recruitment,  career  development  and  placement  of  civilian  employees 
registered  in  one  or  more  of  the  career  programs. 

2.  In  1974,  those  employees  performing  duties  in  the  manpower  and 
force  management  functional  area  were  established  as  a separate  career 
program.  This  program  was  designated  as  civilian  career  program  26, 
Manpower  and  Force  Management.  The  DCSPER  is  the  functional  chief  of 
the  program  with  responsibilities  as  outlined  in  CPR  950-26.  Those 
employees  performing  duties  related  to  the  establishment  of  performance 
standards  (work  measurement)  and  productivity  improvement  are  currently 
registered  in  the  Comptroller  Career  Program  11.  This  assignment  of 
career  program  management  for  those  GS-343  Management  Analysts  perform- 
ing productivity  and  work  methods  and  standards  duties  reflect  the  need 
for  this  expertise  by  the  Comptroller  in  the  performance  of  budget  pre- 
paration and  review.  These  same  skills,  however,  appear  useful  to  a 
manpower  manager  in  developing  justification  for  manpower  determination 
purposes . 

FINDINGS : 1.  Integration  of  all  civilian  manpower  related 

specialists  into  career  programs  under  functional 
control  of  the  DA  Staff  agency  assigned  responsi- 
bility for  Manpower  Management  would  provide  a 
central  focus  to  execution  of  an  effective  Man- 
power Management  process. 
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2.  The  current  assignment  of  career  program  responsi- 
bilities for  those  individuals  performing  manpower 
and  methods  and  standards  recognizes  the  primacy  of 
functional  use  of  each  of  these  skills.  There  is  a 
requirement  to  develop  an  effective  cross-utilization 
of  these  skills. 

3.  The  training  and  development  of  civilian  employees 
is  not  consistent  nor  does  it  assure  that  the  total 
needs  of  the  Army  are  being  satisfied.  In  order  to 
overcome  this  deficiency,  the  development  of  training 
programs  and  the  selection  of  employees  to  attend 
these  programs  requires  central  management  by  a DA 
Staff  agency.  Additionally,  in  order  to  assure  that 
training  resources  are  returning  maximum  benefit  to 
the  Army,  greater  use  should  be  made  of  service 
obligations  and  mobility  agreements  in  conjunction 
with  training  to  provide  a capability  of  placing 
trained  individuals  in  assignments  which  fit  the 
specific  needs  of  management. 

a.  Those  analysts  who  primarily  work  in  the  area  of 
manpower  and  force  structure  are  covered  by  a DA 
Manpower  and  Force  Management  career  program  (26) 
with  the  DCSPER  serving  as  the  functional  chief, 
thus  providing  technical  guidance  (through  the  func- 
tional chiefs  representative).  Analysts  assigned 
to  the  methods  and  standards  functional  area  are 
covered  by  the  Comptroller  career  program  (11) , 
with  the  Comptroller  of  the  Army  serving  as  the 
functional  chief.  In  some  cases  employees  who  have 
worked  in  both  areas  will  be  registered  in  both 
career  programs. 

b.  Historically,  the  civilian  skills  associated  with 
the  performance  of  the  manpower  function  have  been 
reflected  in  the  GS-343  Management  Analyst  career 
field  within  either  career  programs  11  or  26.  In 
the  recent  past  these  skills  at  HQDA  have  been 
organizationally  placed  in  the  DCSPER,  ACSFOR  and 
the  DCSOTS.  Currently  such  skills  are  used  in 
DCSOPS  for  manpower  planning,  force  structuring, 
allocation  and  accounting.  Additionally,  the 
following  agencies  also  use  the  GS-343  career  field: 
the  DCSPER  for  the  establishment  of  manpower  utili- 
zation policy  and  review;  the  TIG  for  the  conduct 
of  manpower  surveys  at  the  MACOM  HQ’s  level;  Staff 
Management  Division  for  a similar  survey  function  for 
the  HQDA  Staff  and  Staff  Support  Agencies;  the  COA 


in  Che  conduct  of  Che  productivity  enhancement  and 
work  methods  and  standards  programs. 


RECOMMENDATIONS : 


. The  determination  of  specific  training  requirements 
for  career  program  members  is  made  by  the  careerist 
and  the  Immediate  supervisor.  The  Individual  Devel- 
opment Plan  (IDP)  of  the  SKAP  provides  the  vehicle 
for  identifying  training  needs  of  the  careerist  at 
this  level.  Validation  of  the  adequacy  and  appro- 
priateness of  the  training  plan  is  made  by  the 
Training  and  Development  element  of  the  servicing 
CPO. 

. Under  current  Army  and  Civil  Service  Commission 

policies  it  is  often  difficult  for  the  Army  to  ensure 
that  specific  civilian  skills  are  used  to  the  best 
interests  of  the  Army.  Often  these  skills  are 
developed  through  programs  administered  by  or  funded 
by  the  Army,  and  yet.  Army  management  cannot  ensure 
that  these  skills  will  be  utilized  in  the  areas 
where  they  are  most  needed.  This  study  recognizes 
the  need  to  consider  changes  to  policies  which  may 
significantly  impact  on  resource  management  improve- 
ment efforts. and  permit  the  Army  to  make  greater 
use  of  its  civilian  skills  and  expertise. 

(deferred  for  further  study/action  by  functional 
managers/Director  of  Management  by  4 April  1978 
VCSA  decision) 

1.  Place  all  manpower  specialists  in  Manpower 
Career  Program  26. 

2.  Increase  the  emphasis  on  Resource  Management 
training  for  civilian  managers. 

3.  Have  DCSPER  provide  centralized  DA  management 
of  civilian  personnel  training. 

4.  Seek  changes  in  policy  regarding  the  manage- 
ment of  DA  civilian  personnel  in  line  with  the 
needs  of  the  Army. 
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X.  ARMY-WIDE  RESOURCE  MANAGEMENT  POLICY 
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PROBLEM 


There  is  no  single  document  which  presents  a comprehensive  Army 
tesource  management  policy. 

BACKGROUND 


1.  The  RMSG  was  assigned  the  additional  mission  of  developing  an 
Army-wide  resource  management  policy.  Policies  in  being  focus  on  manage- 
ment requirements  or  guidance  related  to  specific  functional  areas,  but 
there  is  no  all  inclusive  document  which  governs  the  total  spectrum  of 
resource  management.  Likewise,  neither  OSD  nor  the  other  services  has  an 
existing  resource  management  policy  established  in  a single  document. 

2.  A comprehensive  resource  management  policy  is  essential  to  the 
Army's  success  in  any  management  environment,  but  more  particularly  in  the 
contemporary,  constrained  spectrum  of  management.  Some  aspects  of  a 
detailed  policy  can  be  written  only  after  the  decisions  on  this  study  have 
been  made. 

3.  Because  of  the  significance  of  a resource  management  policy 
document,  it  is  anticipated  that  development  may  require  several  iterations 
over  an  extended  period  with,  perhaps,  contract  or  war  college  assistance. 

A draft  proposal  for  consideration  in  the  development  of  the  Army's 
resource  management  policy  is  at  Annex  A to  this  chapter. 

RECOMMENDATION 

1.  That  a comprehensive  Army  resource  management  policy  be  developed. 

2.  That  the  Army  resource  management  policy  be  developed  by  COA. 


RESOURCE  MANAGEMENT  POLICY 
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ARMY  RESOURCE  MANAGEMENT  DOCTRINE  (POLICY) 

1.  PURPOSE.  This  publication  provides  guidance  on  the  basis  for  and 
importance  of  sound,  effective  resource  management  to  all  members  of  the 
total  Army.  It  provides  the  standards  of  resource  management  by  which 
Army-wide  measurement  of  effectiveness  can  be  made.  It  also  provides 
the  fundamentals  of  resource  management  as  a basis  for  training 
supervisors,  managers,  soldiers,  and  civilian  employees  in  their  respec- 
tive responsibilities.  This  publication  is  applicable  to  all  levels  of 
the  total  Army. 

2.  OBJECTIVES.  The  objectives  of  this  publication  are  to: 

i a.  Emphasize  the  importance  of  creating  resource  management 

attitudes  throughout  the  Army  that  promote  Integrity  and  positively 
contribute  to  high  standards  of  effectiveness  through  efficient 
application  and  wise  conservation  of  limited  resources. 

b.  Ensure  that  peacetime  resource  management  practices  optimize 
the  application  to  war/ emergency  conditions  and  requirements  and  enhance 
the  transition  through  consistent  attitudes  and  policy. 

c.  Contribute  to  combat  success  through  establishment  of  a manage- 
ment environment  which  respects  and  makes  judicial  use  of  resources 
provided  for  mission  accomplishment. 

d.  Improve  the  process  for  determining  Army  resource  requirements 
and  providing  accurate,  understandable  justification. 

e.  Instill  a keen,  informed  Bense  of  resource  management  responsi- 

t bllity  and  accountability  at  all  levels  of  the  Army. 


f.  Enhance  the  Army  capability  to  identify  and  correct  poor 
performance  and  reward  excellence  in  resource  management. 

g.  Improve  the  peace-time  Army  environment  by  placing  emphasis  on 
the  critical  importance  of  people. 

h.  Display  performance  to  OSD,  Congress  and  the  public  that  instills 
confidence  in  the  Army's  capability  to  manage  its  resources  effectively 
and  efficiently. 

3.  DEFINITIONS. 

a.  Resources : All  manageable  assets.  Including  time. 

b.  Resource  Management:  All  aspects  of  management  as  applied  to 
all  resources  made  available  for  mission  preparedness  or  execution. 

c.  Functional  Director  (Appropriations,  Programs,  Accounts) : 
Designates  individual  responsible  for  release  of  program  authority,  for 
functional  controls  and  limits,  and  for  effective  program  direction, 
management  and  justification.  Examples  at  DA  Staff  are  DCSPER  as 
Functional  Director  of  the  Military  Pay  Army  (MPA)  Appropriation,  and  The 
Surgeon  General  as  Functional  Director  of  Program  8-M. 

d.  Financial  Director  (Appropriations,  Programs,  Accounts) : 
Designates  Comptroller  (COA)  responsibilities  for  administrative  fund 
control,  accounting,  certification,  reporting,  status,  and  compliance 
with  financial  management  limits  and  laws.  On  the  DA  Staff,  COA  is 
Financial  Manager  of  MPA  Appropriation,  Program  8-M,  etc. 
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RESOURCE  MANAGEMENT  PROCESS. 


a.  Parameters:  Resource  Management  Is  nearly  unlimited  In  time, 
intending  from  the  earliest  concept  stage  to  final  disposition  action. 
Although  the  long  range  thinker  Is  for  some  time  afforded  the  unnatural 
luxury  of  unconstrained  resources,  real  world  factors  come  Into  focus  the 
Instant  that  serious  consideration  Is  given  to  application  of  his  concept. 
Resource  expenditure,  if  not  management,  begins  with  application  and 
continues  indefinitely.  The  pervasive  aspect  of  resource  support  is 
fundamental  to  a full  understanding  of  the  total  Resource  Management 
process . 

b.  Planning:  Whether  as  part  of  the  Planning,  Programing,  and 
Budgeting  System  (PPBS)  at  DA  Staff  level,  or  a unit  commander  determining 
his  future  training  or  operational  requirements.  Resource  Management 
considerations  weigh  heavily  in  planning.  All  plans  must  be  based  on 
allocated  or  anticipated  resource  availability.  To  the  extent  that 
assumptions  prove  false,  associated  plans  are  probably  faulty.  To  the 
extent  that  resource  availability  was  ignored,  a potential  conflict  or 
disaster  has  been  created.  At  their  finest,  plans  are  firmly  based  on 
sound  guidance  and  accurately  chart  an  effective  track  to  mission 
accomplishment  when  executed.  Such  plans  give  full  consideration  to 
Resource  Management  factors,  but  Resource  Management  consideration  is 
equally  important  when  plans  are  based  on  incomplete  guidance  and 
information  and  present  a less  than  precise  description  of  the  requirement. 
In  the  annals  of  military  history,  many  such  plans  have  in  fact  been 


executed . 


1 

, 


I 


c.  Programing : In  Che  PPBS,  programing  provides  a positive  linkage 
between  plans  and  budgets,  covering  those  five  future  years  Immediately 
beyond  budget  formulation.  Resource  considerations  are  an  Integral  part 
of  the  FYDP  and  are  based  on  a combination  of  guidance,  policy,  mission 
analysis,  and  computation.  Although  resource  quantities  reflected  in 
programs  may  be  imprecise  and  are  definitely  subject  to  change,  they 
nevertheless  represent  an  official  start  point  for  transition  from 
program  to  budget. 

d.  Budgeting:  Justification  of  requirements  in  credible  terms 
based  on  real  world  estimates  and  missions  is  the  key  to  obtaining  needed 
resources  through  the  budget  process.  Analysts  review  requests  in 
great  detail  looking  for  any  areas  which  can  be  cut  based  on  lack  of 
sound  justification.  Good  Resource  Management  is  a must.  While  budgets 
are  normally  expressed  in  dollars,  they  also  reflect  manpower,  equipment 
and  other  resource  needs.  Comptrollers  play  critical  roles  in  the  budget 
process,  but  the  identification  and  justification  of  resource  requirements 
is  first  and  foremost  a responsibility  of  each  functional  manager.  Justifi- 
cation must  be  concise,  factual,  objective,  represent  the  best  appraisal 
available  and  in  accordance  with  approved  objectives.  Only  with  sound 
functional  input  can  an  overall  budget  be  formulated  and  adequately  defended. 
Only  with  full  staff  involvement  in  Resource  Management,  can  the  needed 
balance  among  dollars,  manpower  and  program  authority  be  developed. 

e.  Execution:  Resource  Management  during  execution  of  the  budget,  or 
expenditure  of  authorized  resources,  involves  compliance  with  legal 
limitations,  timely  actions  to  ensure  program/mission  accomplishment. 
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and  a keen  management  eye  to  obtain  the  highest  possible  effectiveness 
and  efficiency.  Resource  Management  in  operational  areas  Involves  both 


supervision  and  management  to  get  the  best  results  for  the  resources 
committed. 

f.  Review:  The  final  phase  of  the  Resource  Management  Process  is 
called  review  and  logically  requires  a backward  look  at  each  of  the  other 
phases  to  sort  out  mistakes,  omissions,  and  other  lessons  to  be  learned. 

If  improvement  is  to  be  made,  review  is  an  essential  step.  Good  Resource 
Managers  use  the  review  phase  to  identify  needed  changes  and  insert  them 
into  the  Resource  Management  Process  for  both  immediate  and  future  benefits. 
5.  CONCEPTS. 

a.  General. 

(1)  Resource  Management  is  a moral  obligation  as  well  as  a legal 
requirement.  It  is  everyone's  responsibility  by  virtue  of  each  member  of 
the  Total  Army  using  resources  in  performing  his  job;  therefore,  each 
individual  must  recognize  his  responsibility  for  the  resources  he  uses  or 
controls  and  be  held  accountable  for  any  waste,  abuse,  misuse  or  mis- 
appropriation. Training,  discipline  and  pride  are  essential  ingredients 
of  effective  management  which  is  oriented  on  efficient  use  of  resources. 

(2)  Commands,  with  their  diverse  missions  and  locations,  should 
organize  for  resource  management  as  determined  by  experience,  operational 
conditions/concepts  and  command  desires.  The  organization  should  include 
a Resource  Management  review,  a basis  and  procedure  for  clearly  fixing 
authority  and  responsibility  over  resources  and  a mechanism  for  pre- 
cluding allocation  of  more  flexibility  than  is  Inherently  provided  by 
higher  authority. 
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(3)  While  commanders  are  responsible  for  all  command  resources, 
decentralization  with  appropriate  controls  and  reports  to  preclude 
inadvertent  problems  is  essential  to  good  Army  management.  Decentrali- 
zation must,  however,  ensure  that  the  commander  is  kept  informed, 
involved,  permitted  to  make  key  decisions,  and  not  surprised  by  Incidents 
affecting  major  issues. 

(4)  Effective  guidance  is  another  vital  ingredient  of  Resource 
Management,  and  the  Commander's  involvement  is  key  to  its  usefulness. 

Clear,  timely  guidance  must  be  provided  to  develop  programs  which  support 
Army  objectives  and  to  preclude  the  inadvertent  misunderstandings  which 
generate  unacceptable  resource  waste. 

(5)  Commanders  have  a number  of  tools  to  assist  them  in  resource 
management.  Coupled  with  guidance,  commanders  manage  resources  by 
approving  goals  and  programs,  setting  priorities,  reviewing  and  approving 
plans,  and  monitoring  effectiveness  during  execution  or  mission  accomplish- 
ment; in  addition  to  routine  staff  updates,  commanders  make  use  of  the 
Inspector  General,  Internal  Review,  and  such  financial,  personnel,  man- 
power and  other  specialists  as  are  available  to  evaluate  management 
efficiency  and  confirm  or  adjust  the  basis  for  allocation  decisions.  When 
feasible,  tests  should  also  be  a part  of  the  evaluation  and  Improvements 
validation  process. 

(6)  The  functional/staff  manager  should  provide  the  basis  for 
sound  functional  authority  and  interface  between  the  various  levels  of 
the  Army.  He  is  directly  responsible  to  the  commander  for  proper, 
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effective  use  of  resources  and  justification  of  resource  needs  which 
support  Army  programs  and  reflect  detailed  analysis  of  requirements. 

(7)  Comptrollers  should  have  a special  responsibility  at  all 
levels  of  the  Army.  This  responsibility  includes  a cross-functional 
Resource  Management  review  for  commanders  and  functional  managers.  The 
results  of  the  comptroller  review  can  provide  the  basis  for  adjudication 
of  allocation  and  adjustment  decisions  and  indications  of  the  effective- 
ness and  efficiency  of  the  command  Resource  Management  process, 
b.  Time  as  a resource. 

(1)  Time  as  a resource,  like  other  resources,  is  a shrinking 
dimension  or  commodity.  It  is  critical  at  HQDA  Level  because  it  drives 
plans  and  programs  and  controls  when  allocated  resources  can  be  used; 
in  this  sense,  it  is  more  a constraint  than  a resource.  Time  becomes 
even  more  critical  at  the  lower  levels  of  the  Army  because  it  may  be 
the  resource  over  which  the  commander  exerts  the  most  Influence  or  the 
only  resource  which  is  manageable  at  his  level.  It  is  compressed  and 
extracted  by  enumerable  outside  and  inside  influences,  and  yet  it  is 
frequently  related  to  mission  requirements,  for  example,  deploy  in  30 
days;  submit  plans  by  1 March;  rebuild  at  the  rate  of  100  a month.  When 

not  specified,  time  is  often  implied  - prepare  for  inspection,  qualification, 
training;  support  planned  operations  with  required  stockage;  overhaul 
items  replaced  by  new  production. 

(2)  Time,  whether  viewed  as  a constraint  or  resource,  must  be 
considered  as  a part  of  resource  management  decisions.  Technological 
advances  that  have  reduced  the  time  required  to  perform  certain  functions 
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require  that  time,  whether  specified  or  implied,  be  managed  with  the  same 
intensity  as  other  resources  to  ensure  prudent  use  and  accountability. 
Efficiency  or  waste  of  this  resource  must  not  be  considered  in  any  lesser 
degree  of  importance  because  it  appears  to  be  intangible, 
c.  Funds  as  a resource. 

(1)  Dollars  are  clearly  an  important  resource,  especially  at 
management  levels  where  goods  and  services  are  purchased.  Comptrollers 
manage  budgets  and  provide  administrative  control  of  funds  but  generally 
allocate,  or  hold  in  reserve,  all  funds  budgeted  for  use  by  functional 
managers.  Functional  managers,  as  the  main  users  of  funds,  control  and 
use  allocated  dollars  to  ensure  functional  performance. 

(2)  Official  funds  are  constrained  resources  in  that  they  may  be 
used  only  for  certain  purposes,  within  certain  time  periods,  and  in 
accordance  with  a host  of  legal  and  regulatory  controls.  Violations  vary 
from  minor  administrative  error  to  willful  violation  of  the  law  or  fraud. 

To  ignore  restrictions  and  violations  or  assume  they  do  not  apply  to 
honest  men  in  pursuit  of  worthy  causes  is  a certain  invitation  to  disaster. 
In  addition  to  their  logical  and  traditional  service  of  actually  handling 
and  accounting  for  funds,  an  Important  Resource  Management  function  of 
Comptrollers  is  financial  management  advice  and  assistance  for  the 
functional  users  of  funds. 

(3)  In  addition  to  actually  using  dollars  to  buy  goods  and 
services,  funds  are  key  in  other  important  aspects  of  Resource  Management. 
For  Instance,  dollars  are  the  primary  basis  for  programing  and  budgeting 


under  the  PPBS  process;  and  while  other  constraints  cannot  be  Ignored,  It 
takes  money  to  accomplish  goals  and  missions. 

(4)  Another  key  dollar  management  factor  which  must  be  considered 
is  in  respect  to  the  actual  user.  The  user  is  provided  people  and  things 
rather  than  funds  but  is  managed  from  above  by  control  of  the  dollar  value 
of  the  resources  he  uses.  In  this  context,  funds  as  a resource  must  be 
valued  over  time  and  with  respect  to  specific  situations.  Inflation  and 
valuation  are  real  world  challenges  that  impact  on  resource  allocation  and 
use  and  therefore  cannot  be  ignored. 

(5)  While  plans,  programs  and  budgets  may  reflect  dollars,  they 
are  of  no  value  until  funds  have  been  appropriated  by  congress  or  provided 
by  other  OMB  action.  Appropriated  funds  are  then  aligned  with  the  authority 
to  expend.  The  appropriation  process  and  how  well  the  Army  fares  is  not 
only  dependent  on  the  total  political,  economic,  and  social  environment, 
but  more  importantly,  it  is  a direct  reflection  of  how  well  the  Army 
articulates  and  justifies  its  requirements. 

(6)  Using  more  dollars  than  authorized  can  be  a serious  matter, 
and  the  general  implications  of  RS  3679  are  widely  publicized;  however 
using  less  dollars  than  authorized  is  a different  matter.  Human  nature, 
self-interests,  and  past  experience  come  into  play  and  natural  tendencies 
of  thriftiness  are  overridden.  A long  prevalent  attitude  among  funds 
managers  is  that  funds  requested  and  received  but  not  used  are  funds 
wasted  due  to  ineffective  management.  Such  an  attitude  is  reinforced  each 
time  the  amount  requested  for  the  succeeding  year  is  reduced  to  the  amount 
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used  in  the  preceding  year.  What  began  as  an  attitude  turns  into  a "basic 
principle"  as  soon  as  wasted  funds  are  cited  in  a manager's  performance 
report.  In  short,  the  very  process  of  fund  management  encourages  the 
expenditure  of  all  money  provided  (sometimes  referred  to  as  "program 
performance"  or  "effectiveness  of  execution")  and  unquestionably 
discourages  the  use  of  less  money  than  authorized.  If  the  funds  were  in 
fact  needed  and  did  not  get  used  because  of  the  Ineffectiveness  of  the 
manager,  such  managerial  inadequacies  should  be  identified  in  ways  other 
than  review  of  year-end  fund  reports  and  properly  dealt  with  by  those 
responsible.  The  practice,  if  not  policy,  of  emphasizing  99. 9%  expenditure 
is  a contradiction  to  sound  Resource  Management,  fails  to  reward  efficiency, 
and  in  the  long  term  can  be  counterproductive.  Good  Resource  Management 
policy  is  to  use  what  is  necessary,  and  if  availability  exceeds  or  is  less 
than  requirements  for  any  reason,  that  fact  should  be  made  known  as  early  as 
possible  to  permit  higher  level  managers  to  mhke  sound  adjustments.  Like- 
wise, the  delegation  of  authority  should  in  no  way  relieve  commanders  or 
other  responsible  individuals  of  the  responsibility  of  ensuring  compliance 
with  sound  funds  management  practices  and  procedures, 
d.  Manpower  as  a resource. 

(1)  Manpower  is  second  only  to  funds  in  terms  of  Importance  as  a 
resource  and  must  be  thoroughly  understood  to  be  managed.  Planners  and 
Programers  deal  entirely  in  manpower  spaces  (empty  spaces)  expressed  in 
terms  of  requirements,  authorizations,  end  strengths  (ES),  and  manyears 
(MY).  To  a great  extent,  such  spaces  are  analogous  to  the  funds  included 
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in  plans  and  programs  in  that  they  are  both  worthless  until  converted  to 
real  assets  through  the  budget  process.  The  very  fact  that  planners  and 
programers  deal  in  empty  spaces  makes  them  deceptively  easy  to  handle. 

(2)  Manpower  management  is  considerably  complicated  by  its 
division  into  military,  civilian,  and  contract  categories,  and  subdivisions 
of  each  category,  i.e.,  officer,  WO,  enlisted  for  the  military  category. 
Manpower  is  further  identified  by  qualifications  of  speciality  and  grade 
which  range  from  unskilled  labor  to  the  highest  imaginable  levels  of 
education,  experience,  and  abilities.  For  example,  the  CSA  position  and 

an  infantry  rifleman  each  take  a military  space;  however,  the  job 
requirements  are  obviously  significantly  different.  Civilian  manpower 
covers  the  same  spectrum.  Sound  manpower  management  involves  making  the 
best  use  of  all  categories  and  subdivisions  while  concurrently  abiding  by 
the  various  controls  and  constraints  placed  upon  individual  parts  of  the 
overall  equation.  Resource  Management  entails  determining  how  many  spaces 
of  what  type  and  the  funds  required  to  support  those  spaces,  within 
authorizations,  are  needed  to  support  mission  accomplishment. 

(3)  Further  complexity  of  management  is  attributable  to  manpower 
being  documented  in  two  vastly  different  systems  and  procedures-TOE  & 

MTOE  for  tactical  organizations  (all  military)  and  TDA's  for  all  other 
elements  (both  civilian  and  military).  Whereas  TOE's  reflect  military 
manpower  wartime  requirements  and  are  the  product  of  TRADOC  and  the 

Army  School  System,  with  DCSOPS  responsible  for  approval,  TDA's  are 
the  result  of  user  assessments  of  need,  tempered  by  limited  manpower 
authorizations,  management  actions  at  higher  levels,  and  results  of  on-site 
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surveys.  DA  influence  is  exercised  through  provision  of  MACRITS  for  TOE 
and  Staffing  Guides  and  Work  Measurement  Standards  for  TDA's.  Thus, 

TOE's  provide  peacetime  manning  for  wartime  conditions  while  TDA's  are 
driven  almost  exclusively  by  existing  (peacetime)  requirements. 

(4)  As  is  the  case  with  funds,  manpower  controls  are  highly 
demanding  of  the  Resource  Manager.  By  end  strength  (ES),  control  is 
placed  on  the  number  of  manpower  positions  being  used  on  a specified 
date,  usually  the  last  day  of  the  fiscal  year.  By  manyears  (MY),  control 
is  on  the  average  manpower  usage  for  the  fiscal  year.  Grade  average 
controls,  indirectly  at  least,  the  general  structure  and  salary  costs  of 
civilian  manpower.  Additionally,  some  civilian  grades  and  most  military 
grades  are  controlled  by  specific  numbers  within  each  rank.  Other 
controls  focus  on  citizenship/nationality,  permanency  of  employment, 

and  special  status. 

(5)  Manpower  funding  for  military  and  civilian  spaces  is  totally 
different.  All  military  manpower  is  funded  centrally  through  the  Military 
Personnel  Army  (MPA)  appropriation,  under  directorship  of  DA  DCSPER,  with 
USAFAC  providing  world-wide  service  through  the  JUMPS  system.  Military 
manpower  is  in  many  respects  viewed  as  "free  labor"  by  the  user  since  he 
does  not  bear  the  cost.  A military  space  authorization  is  free  in  the 
sense  that  the  user  pays  no  more  if  a space  is  added  or  saves  nothing 

if  a space  is  withdrawn. 

(6)  Civilian  manpower,  on  the  other  hand,  is  directly  chargeable 


to  and  must  be  paid  for  by  the  user.  The  primary  source  of  funds  is 
OMA,  including  AIF,  plus  some  RDT&E  funds.  For  civilian  manpower. 
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•pace  authorizations  must  be  appropriately  supported  with  proper 
funding.  Unused  civilian  manpower  spaces  can,  under  certain  circumstances, 
provide  command  flexibility  in  the  form  of  funds  for  other  uses.  While 
flexibility  Is  fundamentally  desired,  such  conversion  of  manpower  spaces 
to  unencumbered  funds  can  be  detrimental  to  subsequent  justifications 
of  manpower  requirements,  with  ultimate  loss  of  both  spaces  and  associated 
dollars . 

(7)  Sound  Resource  Management  of  manpower  is  made  more  difficult 
by  these  obvious  differences  between  perceived  "free  labor”  military 
spaces  and  civilian  authorizations  which  must  be  paid  for  by  local  budget 
if  used,  and  become  a source  of  money  if  not  used.  Primary  factors  in 
determining  the  organization  for  manpower  management  are  breadth  of 
coverage  (both  military  and  civilian) , the  ability  to  manage  a complete 
manpower  management  process,  and  provision  of  desirable  links  between 
manpower  on  one  hand  and  personnel,  funds,  and  force  structure  on  the 
other. 

(8)  Manpower  Resource  Management  differs  from  other  resource 
management  in  a most  important  way.  It  bridges  the  gap  between 
inanimate  and  often  abstract  relationships  to  the  backbone  of  the 
Army-people.  Although  the  manpower  spaces  of  Planning  and  Programing 
are  empty,  those  of  the  users  are,  for  the  most  part,  filled  with 
people;  live  people  with  attitudes,  aspirations,  abilities  end  all  the 
real  world  limitations  and  frailties  associated  with  human  beings. 

Manpower  management  becomes  vastly  more  complex  once  the  spaces  reflect 
faces.  Determining  manpower  needs  in  terms  of  people  involves  personal 
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qualifications,  training,  experience,  motivations,  and  esprit.  Labor 
saving  equipment  and  working  conditions  come  into  play  and  the  stability 
of  the  work  force  can  be  a critical  factor,  either  contributing  to  or 
hampering  the  attainment  of  desired  performance  standards.  Sound 
Resource  Management  demands  complete  considerations  of  people  as  well  as 
space  management.  Manpower  is  both. 

e.  Materiel  (Supplies,  Weapons  & Equipment)  as  a resource. 

(1)  The  heart  of  the  complex  system  of  materiel  resource 
management  is  to  equip,  supply  and  support  the  total  force.  It  carries 
perhaps  the  most  direct  link  to  operational  readiness  in  that  materiel 
management  must  include  developing  what  is  needed,  buying  only  enough, 
distributing  it  so  that  support  is  timely  and  maintaining  it  so  that 

it  is  ready  to  fight.  Implicit  in  the  system  are  considerations  of  the 
national  industrial  production  base,  the  total  transportation  system 
(civilian  and  military),  facilities  (storage,  production  and  maintenance), 
manpower  (numbers,  critical  skills,  availability,  stability)  and  a host 
of  other  considerations  such  as  requirements  for  Foreign  Military  Sales 
(FMS)/Aid,  international  standardization,  protecting  high  dollar  items, 
prepositioning,  fluctuating  demands,  war  reserves,  modernization  and 
mobilization  requirements. 

(2)  Materiel  Resource  Management  runs  the  gamut  from  supply 
economy  on  the  lower  end  of  the  spectrum  to  production  base/contract 
management  and  procurement  on  the  other  end.  It  has  Immediately  visible 
impacts  on  the  soldier  and  is,  therefore,  the  concern  of  all  levels  of 
Army  management.  Requirements  are  predicated  on  current  force  needs  as 
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well  as  theoretical  projections  and  are  impacted  on  by  evolving  technologi- 
cal advances,  political  considerations  and  force  adjustments.  Even  though 
considerable  effort  is  expended  to  support  a war-fighting  capability, 
materiel  resource  requirements  are  often  closely  linked  with  peace  time 
circumstances;  therefore,  the  materiel  Resource  Manager  must  ensure  that 
there  is  a realistic  balance  between  peacetime  requirements  and  war  time 
projections  to  assure  adequate  support  for  the  total  force. 

(3)  Management  of  supplies , weapons  and  equipment  requires 
an  understanding  of  their  interrelationship  and  dependence  on  other 
resources.  For  instance,  changes  in  weapons  and  equipment  impact  on  such 
things  as  supplies,  manpower,  training,  facilities,  services,  maintenance, 
priorities  and  the  distribution  system.  All  must  compete  for  available 
funds;  therefore,  materiel  Resource  Management  requires  close  coordination 
among  all  Resource  Managers  from  requirements  determination  through 
procurement  and  phase-out. 

(4)  Factors  which  impact  on  materiel  Resource  Management  such 
as  national  strategy,  national  policy,  force  levels  and  policies  for 
FMS/Aid  may  be  external  to  the  Army;  however,  materiel  Resource  Management 
must  be  Integrated  early  in  the  development  of  internal  Army-wide  program 
objectives  and  review  of  operational  concepts  and  doctrine.  This  early 
Integration  will  improve  the  Army's  ability  to  justify  requirements, 
order  its  priorities,  control  delivery  schedules,  establish  viable 
distribution  plans,  better  balance  the  work  load  of  maintenance  support, 
build  and  manage  inventory  support  and  permit  disposal  or  redistribution 
of  excess . 
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(5)  The  people  part  of  the  materiel  Resource  Management  equation 
Is  critical.  Decisions  on  such  things  as  Inventory  Increases/decreases, 
changes  in  equipment,  introduction  of  new  equipmenc /weapons,  changes  In 
distribution  plans,  the  policy  for  repair/rebuild/ replacement  and  changes 
In  priorities  all  impact  cn  manpower.  There  must  be  close  coordination 

of  the  training  and  distribution  of  qualified  personnel  with  the  acquisition 
and  distribution  of  materiel  resources.  This  coordination  must  begin 
in  the  concept  analysis  stages  and  carry  through  development,  acquisition 
and  final  disposition.  The  objective  is  to  provide  materiel  and  its 
supporting  inventory  concomitantly  with  qualified  personnel. 

(6)  Materiel  excesses  or  shortages  impact  on  the  Army's  ability 
to  conduct  operations.  Excess  supply  results  in  waste  and  can  deny 
resources  to  other  users  while  shortages  disrupt  operations  and  reduce 
effectiveness  and  readiness.  Not  only  must  requirements  be  determined 
early,  but  there  must  be  accurate  updating  of  forecasts  to  ensure 
adequate  distribution.  To  enhance  continuity  of  operations,  inventory 
management  must  include  workable  systems  for  requirements  validation, 
acquisition,  cataloging,  packaging,  preserving,  receipting,  storing, 
transferring,  issuing,  disposing  and  accountability.  To  prevent  needless, 
costly  new  procurement,  it  must  also  include  Maintenance  decisions, 

prompt  return  and  control  of  reparables  and  precise  management  of  procurement 
secondary  items.  While  this  system  is  very  complex,  it  is  vital  to  the 
logistical  support  of  the  total  force  and  must  be  a routine  consideration 
of  the  Resource  Manager. 
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(7)  The  total  Integrated  Logistics  Support  (ILS)  System  (discussed 
in  AR  11-8)  must  be  an  inseparable  tool  of  the  materiel  Resource  Manager, 
logistics  support  resources  are  an  essential  ingredient  of  total  force 
readiness  and  must  be  provided  at  minimum  costs  and  with  the  least  disruption. 
The  materiel  Resource  Manager  must  ensure  that  materiel  developed  is 
supportable  and  that  systems  to  furnish  the  support  are  adequate  and 
workable  in  order  to  manage  priorities, 
f.  Facilities  as  resources. 

(1)  Installations  represent  the  amalgamation  of  all  resources 
at  the  lower  levels  of  the  Army.  The  plans,  programs  and  budgets 
developed  must  ensure  that  adequate  resources  are  provided  to  support 
implementation  of  goals  and  the  missions  assigned  to  installations  and 
tenant  units.  Resource  Management  discussed  previously  applies  in  general 
to  the  installations. 

(2)  There  is  a direct  link  among  facilities,  technology,  doctrinal 
concepts,  manpower,  funds,  weapons,  equipment,  supplies  and  the  associated 
storage,  shippping,  maintenance  and  training  requirements.  It  is  critical 
to  ensure  that  facilities  considerations  enter  into  the  planning  and 
development  cycle  at  the  earliest  possible  time.  Weapons  and  equipment 
development  must  consider  facilities  requirements  and  how  they  will  be 
affected  by  the  doctrinal  concepts  developed  for  their  employment. 

(3)  While  efficiency  and  economy  are  key  considerations  in 
facilities  management,  facilities  provide  the  critical  link  between 
tha  "Army"  and  Its  people.  The  training  and  support  as  well  as  life 
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support  and  Army  community  welfare  requirements  must  be  developed  to 
clearly  provide  necessary  support  for  tenant  needs. 

(4)  Facilities  planning  and  development  require  Intensive 
management  to  ensure  not  only  that  current  needs  are  met  but  also  that  the 
transition  to  war  can  be  accommodated  without  detracting  from  the 
production  of  an  effective,  efficient  warfighting  capability. 

6.  PRINCIPLES. 

a.  Effective  Resource  Management  is  contingent  on  the  orderly 
integration  of  management  activities  which  control  Army  programs  that 
contribute  to  mission  accomplishment.  The  Resource  Management  Policy 

which  governs  this  integration  is  dependent  on  certain  key  principles. 
These  principles  are: 

(1)  The  fundamental  Resource  Management  requirement  is  to 
maintain  an  effective  balance  between  current  missions  and  long  range 
goals. 

(2)  Sound  Resource  Management  is  a moral  obligation  as  well  as 
a legal  requirement. 

(3)  Achieve  mission  objectives  with  minimum  use  of  resources. 

(4)  Decentralization  with  proper  centralized  controls,  reviews 
and  reports  is  essential  to  good  Army  management. 

(5)  Effective  Resource  Management  requires  training  for  all 
commanders  and  managers. 

(6)  Responsibility  iB  accompanied  by  authority  and  resources. 
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(7)  Treat  Army  resources  as  if  they  were  personal  assets. 

(8)  Use  peacetime  controls  and  constraints  to  Instill  resource 
Management  attitudes  and  discipline  required  in  combat  or  emergencies. 

(9)  In  addition  to  required  resource  guidance  levels,  information 
pertinent  to  current  thrust,  policy  and  objectives  must  be  provided 

to  the  lowest  appropriate  level . 

(10)  Resource  managers  must  ensure  compliance  with  regulatory 
and  statutory  authority. 

(11)  Proven  effectiveness  in  Resource  Management  deserves 
recognition  and  reward. 

7.  TECHNIQUES. 

a.  The  application  of  Resource  Management  within  each  command  will 
be  guided  by  its  mission,  priorities  and  a variety  of  operational 
circumstances;  however,  the  following  is  a list  of  techniques  which  should 
be  considered  in  any  Resource  Management  process: 

(1)  Program  adjustments  should  not  be  made  without  functional 
proponent  involvement. 

(2)  Requirements  must  be  recognized  far  enough  in  advance  to 
permit  appropriate  planning  and  programing  to  reduce  crisis  management. 

(3)  Use  Resource  Management  review  at  all  levels  to  ensure 
management  effectiveness  through  integration  of  all  resources  to  produce 
an  optimum  balance  of  functional  programs. 

(4)  Expand  the  management  perspective  of  the  comptroller  from 
fiscal  management  to  include  cross-functional  Resource  Management  review 
in  planning,  programing,  budgeting  and  utilization. 
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needs . 


(5)  Require  Che  functional  manager  and  user  to  justify  resource 


(6)  In  addition  to  being  responsible  for  unit  performance, 
commanders  should  exercise  Resource  Management  primarily  by  approving 
programs,  setting  standards  and  priorities,  staying  Informed  and  rendering 
specific  guidance  and  decisions. 

(7)  Consider  Resource  Management  review  as  an  extensive  process 
which  begins  with  planning  and  recycles  with  after  action  review.  This 
precludes  giving  primary  attention  to  one  aspect  without  detriment  to  the 
overall  process. 

8.  POLICY. 

a.  General  Bernard  U.  Rogers,  CSA,  in  announcing  the  Army  goals 


stated: 


"Army  Leaders  have  a moral  obligation  to  provide  an  accounting 


to  the  nation  of  how  the  resources  it  provides  are  being  managed." 

Therefore,  one  of  the  Army's  major  goals  is  to: 

"Manage  and  utilize  existing  and  programed  resourcea  more 
effectively  and  to  strengthen  the  Army's  resource  justification  process." 

b.  To  accomplish  the  goals  set  forth  for  the  Army  requires  an 
awareness  on  the  part  of  all  personnel  of  the  necessity  to  recognize  and 
adhere  to  basic  Resource  Management  principles.  This  is  especially 
important  in  a peacetime  environment  with  constrained  reaourcee.  A fixed 
or  declining  budget  in  terms  of  purchasing  power  and  the  mission  to 
Increase  responsiveness  to  a war/emergency  threat  requires  isolation  of 
programs  and  management  practices  that  result  in  inefficient  use  of  resources 
and  redistribution  of  these  resources  to  support  necessary  programs. 
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c.  Justifying  and  managing  the  resources  of  an  organization  the 
size  of  the  Army  requires  an  alignment  of  subordinate  elements  which 
corresponds  to  the  functions  the  unit  must  perform.  The  organizational 
relationships  and  vested  authority  must  enhance  the  optimum  use  of 
resources  and  contribute  to  mission  accomplishment  with  prudent,  economical 
and  efficient  expenditures.  The  following  policies  are  the  first  step  in 
articulating  the  resource  management  portion  of  the  Army  management  goals: 

(1)  Functional  responsibility  will  be  linked  with  the  necessary 
authority  and  management  of  associated  resources. 

(2)  Programing  will  be  focused  on  realistic  constraints. 

(3)  Resource  guidance  will  be  provided  to  the  lowest  level 
developing  a program. 

(4)  Peacetime  Resource  Management  actions  and  processes  will,  where 
feasible,  correlate  to  wartime  requirements  and  not  impede  the  transition 

to  war. 

(5)  The  least  amount  of  resources  will  be  used  to  accomplish 
the  missions  effectively  and  efficiently. 

(6)  Requirements  will  not  be  overstated  in  anticipation  of  higher 
authority  reductions.  Recognize  the  need  for  economy. 

(7)  Policy  and  guidance  does  not  terminate  the  commanders 
involvement.  Commanders  will  be  involved  in  and  kept  abreast  of  Resource 
Management  decisions. 

(8)  Resource  Management  considerations/decisions  require  a 
total  systems  approach.  The  impact  on  related  areas  must  be  considered. 
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(9)  Resource  managers  will  ensure  compliance  with  regulatory  and 
statutory  authority. 

(10)  Program  execution  will  Include  timely  review  and  follow 
through  to  ensure  optimal  use  of  available  resources. 

(11)  Instill  a feeling  of  ownership  of  equipment  to  develop 
better  accountability  and  deter  "expendable"  attitudes  toward 
manageable  assets. 

(12)  Commanders  and  managers  at  all  levels  will  be  trained  in 
Resource  Management. 

(13)  Avoid  a narrow  scope  in  Resource  Management.  Any  manageable 
asset  is  considered  as  a resource  and  managed  accordingly. 

(14)  Available  time  will  be  managed  in  the  same  intensive 
manner  as  any  other  critical  resource. 

(15)  Resource  status  and  utilization  must  be  accurately  reported 
on  a timely  basis  to  permit  higher  level  management  decisions. 

(16)  Resources  will  not  be  expended  solely  because  they  are 
made  available.  Resources  found  excess  to  needs  will  be  returned  at  the 
earliest  feasible  time. 

(17)  Additional  missions  will  be  supported  with  new  resource 
allocations  or  specific  direction  to  use  those  previously  allocated. 

(18)  When  efficiency  permits  a return  of  resources,  those 
responsible  will  be  rewarded  in  ways  not  involved  with  resource 
allocation. 
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(19)  Inefficiency  should  not  be  rewarded  with  additional 
resources.  When  inefficiency  forces  allocation  of  additional  resources, 

* those  responsible  will  be  dealt  with  in  a manner  not  concerning  resource 

quantities. 

. (20)  Resource  constraints  placed  on  HQDA  by  higher  authority 

must  be  maintained  by  MACOMS,  Irrespective  of  other  policies  or  regulations. 

c.  The  policies  prescribed  above  are  to  be  used  as  guides  in  amplifying 
more  specific  policies  governing  individual  programs.  Functional  managers 
are  responsible  for  developing,  articulating  and  enforcing  the  necessary 
detailed  Resource  Management  policy  supporting  the  programs  for  which  they 
are  responsible. 


XI.  FIELD  MANAGEMENT  ADVISORY  AND  ASSESSMENT  CAPABILITY 


PROBLEM 


The  Army  Staff  currently  has  little  capability  to  provide  management 
assistance  to  field  commanders  or  to  assess  the  effectiveness  of  field 
resource  management. 

GENERAL  DISCUSSION 

1.  The  Department  of  the  Army  Inspector  General  (DAIG)  in  the 
performance  of  inspection  and  manpower  survey  missions  assesses  the 
management  effectiveness  of  organizations.  While  the  focus  of  the  DAIG 
may  be  applied  to  address  a function  throughout  the  Army  or  detailed 
management  of  many  functions  within  a specific  command,  no  mechanism  exists 
to  routinely  provide  an  advisory  service  on  request  to  field  commanders. 
Likewise,  limited  capability  exists  with  which  to  assess  overall  resource 
management  by  function  or  organization. 

2.  There  is  a definite  need  for  a management  program  with  two  key 
missions: 

a.  Provide  resource  management  advisory  service  Army-wide.  This 
may  be  accomplished  through  distribution  of  lessons  learned  summaries  or 
official  reports  and  by  responding  to  specific  requests  for  on-site 
management  assistance  as  feasible. 

b.  Perform  periodic  assessment  of  resource  management  effective- 
ness by  selected  function,  location,  or  command  to  identify  strengths  and 
weaknesses  in  Army  resource  management. 

3.  To  be  effective,  the  breadth  of  such  a program  must  not  be 
limited  in  the  scope  of  its  considerations.  Trade-offs  among  various  types 
of  manpower,  between  manpower  and  laborsaving  equipment,  between  skill 
requirements  and  training  costs,  between  working  conditions  and  facilities 
improvements,  and  even  among  MACOMs  or  other  Services  represent  the  broad 
approach  to  improvements  in  the  Army  resource  management  process  which 
must  be  sought. 

4.  Management  of  this  type  program,  although  closely  aligned  with 
the  DAIG  (because  of  his  world-wide  missions  and  total  absence  of  pro- 
ponency),  could  also  be  a logical  function  of  the  Resource  Management 
Reviewer,  recommended  in  Chapter  VII  as  the  Comptroller.  Should  the 
Resource  Management  Review  function  be  assigned  to  PA&E,  as  outlined  at 
the  RMR  alternative  in  Section  D,  Chapter  VII,  management  of  ARMAAP  could 
be  made  a DAS  responsibility,  but  in  view  of  other  DAS  functions  such 
decision  would  require  thorough  analysis.  While  program  conduct  should 
be  performed  by  the  DAIG,  assisted  by  functional  experts  drawn  on  a 
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temporary  basis  from  all  Army  sources,  the  thrust  of  this  concept  should 
be  towards  Army-wide  resource  management  improvements. 


FINDING: 

The  Army  needs  a viable  Resource  Management  Advisory 
and  Assessment  Program  (ARMAAP)  to  help  field 
managers  and  advise  top  management. 

DISCUSSION: 

a. 

A form  of  ARMAAP  is  needed  to  provide  commanders  an 
"on  request"  assessment  of  management  effectiveness 
and  to  field  validate  the  effectiveness  of  resource 
management  policy  implementation,  manning  guidance 
and  those  key  functional  areas  recommended  by  the 
Staff. 

b. 

The  agency  tasked  with  Resource  Management  Review 
should  manage  the  program  and  provide  Army-wide 
dissemination  of  lessons  learned,  recommended 
resource  management  improvements  for  Army  schools, 
and  field  implementation. 

c. 

As  previously  outlined,  the  DAIG  should  be  charged 
with  field  operation  of  ARMAAP,  supp'  aented  by 
authority  to  draw  upon  any  and  all  Army  expertise 
needed  to  accomplish  specific  missions. 

d. 

The  following  is  an  outline  ARMAAP  concept: 

STAFF  RESPONSIBILITY 


a.  Agency  tasked  with  Resource  Management  Review  (RMR)  has  primary 
DA  Staff  responsibility  for  ARMAAP  as  part  of  his  overall  RMR  responsibility. 

b.  Other  DA  Staff  heads  are  responsible  for  proper  management 
of  all  resources  allocated  for  accomplishment  of  assigned  functions  and 
for  making  full  use  of  ARMAAP  capabilities  and  results. 

c.  The  Inspector  General  is  responsible  for  field  operation  of  . 
the  ARMAAP  program,  applied  Army-wide,  including  the  DA  Staff. 

d.  Director  Army  Staff  will  ensure  coordination  and  approval  of 
ARMAAP  focus  and  findings. 

OPERATIONAL  AUTHORITY: 

a.  TIG  is  authorized  to  task  DA  Staff  and  MACOMs  for  functional 
assistance  in  the  form  of  consultants,  or  team  members,  in  such  numbers 
and  functions  as  deemed  necessary  in  forming  Army  RM  Advisory  and  Assess- 
ment Teams  (ARMAAT)  to  accomplish  specific  ARMAAP  assignments,  for  periods 
of  up  to  30  days.  All  requirements  exceeding  30  days  require  DAS/VCSA 
approval. 
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b.  TIG  budgets  for  and  funds  all  travel  and  per  diem  costs 
Incident  to  this  program. 

c.  In  performance  of  management  advisory  services,  TIG  direc- 
tive authority  is  limited  to  those  actions  deemed  immediately  necessary 
on  the  basis  of  safety,  illegality,  or  seriouB  waste,  and  then  only  if 
the  commander  concerned  fails  to  act  promptly. 

d.  In  performing  resource  management  assessment  assignments, 
the  TIG  is  authorized  to  act  for  the  CSA  in  providing  on-site  recommenda- 
tions or  directing  on-the-spot  corrections  as  warranted  by  the  nature, 
magnitude,  and  impact  of  the  resource  management  situation  involved. 

e.  At  the  discretion  of  TIG,  based  on  both  findings  and  over- 
all workload,  ARMAAP  may  be  substituted  for  General  Inspections,  or  used 
to  evaluate  previous  corrective  actions  required  by  inspection,  audit, 
or  ARMAAT  visits. 

SCOPE  OF  ARMAAP: 

a.  ARMAAP  encompasses  DA  level  manpower  surveys  and  includes  field 
evaluation  of  all  staffing  guides,  MACRITS,  Methods  and  Standards,  and 
ocher  DA  advisories  on  manpower  needs.  ARMAAP  includes  field  validation 

of  DA  staffing  guidance  as  well  as  command  compliance  with  such  guidance. 

b.  ARMAAP  is  in  no  way  limited  in  scope  of  considerations. 

c.  ARMAAP  particularly  emphasizes  the  importance  of  Army  people 
to  the  resource  management  assessment  equation.  All  manpower  requirements, 
authorizations,  and  utilization  will  be  evaluated  in  light  of  the  people 
involved.  No  manpower  space  solution  will  be  considered  without  full 
understanding  of  the  total  personnel  situation  involved. 

d.  ARMAAP  complements  the  findings  and  results  of  the  Organiza- 
tional Effectiveness  (OE)  program  by  focusing  expertise  on  selected  functions 
or  units  and,  as  appropriate,  advising  the  rest  of  the  Army  as  to  the 
benefits  as  well  as  the  deficiencies  found.  A close  tie  between  ARMAAP  and 
OE  is  of  key  importance  to  the  basic  premise  that  both  programs  are 
primarily  intended  to  help  the  Army  rather  than  provide  an  efficiency  report 
for  the  people  involved. 

ARMAAP  CONDUCT  (graphically  displayed  at  Table  XI-1) 

a.  Requests  for  ARMAAP  evaluation  may  come  from  field  commands 
(in  the  form  of  a request  for  assistance),  or  Army  Staff  agencies  as 
displayed  at^^on  Table  XI-1. 


b.  An  Army  resource  management  advisory  and  assessment  team 
(ARMAAT)  is  formed  at^pon  a mission  basis  from  all  Army-wide  expertise 
available. 

c.  Assessment  or  assistance  is  provided  at @ with  a report  pro- 
vided to  the  ARMAAP  operator,  TIG,  for  Army-wide  dissemination.  The  ( 

focus  of  the  program  may  be  structured  towards  a specific  function,  organi- 
zation, activities,  or  a combination.  There  is  no  intent  to  provide 

ARMAAP  emphasis  in  any  single  area,  such  as  manpower  management. 

USE  OF  ARMAAP  RESULTS: 

a.  MACOM  commanders  and  DA  Staff  heads  are  provided  ARMAAP 
results  for  application  of  resource  requirement  changes  to  plans,  programs, 
and  budgets,  as  appropriate. 

b.  Where  the  commander  or  staff  head  involved  lacks  authority 
or  resources  to  Implement  a recognized  management  improvement,  the  matter 
will  be  referred  to  higher  authority  for  action.  In  no  case  should 

lack  of  authority  alone  prevent  the  Army  from  taking  action  to  save  funds, 
improve  readiness,  or  otherwise  make  better  use  of  resources. 

c.  As  ARMAAP  results  expand,  DA  guidance  documents  such  as 
staffing  guides  will  be  refined  to  accommodate  various  real  world  situa- 
tions and  those  options  a wise  commander  should  consider  in  allocating 
resources . 

d.  COA  will  maintain  a central  DA  file  of  ARMAAP  reports  and 
associated  documents  and  will  ensure  Army-Wide  dissemination  of  lessons 
learned  and  provision  of  all  such  RM  information  to  Army  schools  for  use 
in  their  training  programs. 

e.  COA  will  use  the  accumulated  results  of  ARMAAP  to  make 
necessary  annual  updates  to  the  Army  Resources  Management  Policy,  ensur- 
ing this  important  policy  reflects  accurately  the  conditions  and  require- 
ments of  the  Army  in  the  field. 

CONCEPTUAL  ORGANIZATION: 

a.  Table  XI-2  outlines  a conceptual  ARMAAP  organization  requir- 
ing 12  personnel.  While  the  organization  and  functions  provide  a basis 
for  discussion  and  ARMAAP  concept  development,  requirements  may  dictate 
organizational  refinement. 

b.  With  an  organization  as  shown,  the  basic  workload  capabil- 
ities of  ARMAAP  are  displayed  at  Table  XI-3. 

RECOMMENDATION:  Develop  and  implement  the  ARMAAP  concept  with  the 
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Resource  Management  Reviewer  charged  with  program 
management  and  the  DAIG  charged  with  field 
operation. 
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CHAPTER  XII.  RESERVE  COMPONENT  CONSIDERATIONS 


PROBLEM 

The  criticality  of  Amy  dependence  on  Reserve  Components  (RC)  requires 
Integrated  resource  management  equally  as  effective  as  that  applied  to 
the  Active  Amy. 

HISTORICAL  BACKGROUND 


1.  The  current  organization  of  RC  has  been  in  being  since  the  1974 
Amy  Staff  reorganization.  The  National  Guard  Bureau  (NGB)  is  still 
organized  much  the  same  as  pre-74,  but  Office  of  the  Chief,  Amy  Reserve 
(OCAR)  is  much  different.  Presently,  FORSCOM  perform s Army  Reserve  (USAR) 
manpower  and  dollar  functions,  formerly  accomplished  at  the  HQDA  level  by 
OCAR  (e.g.,  suballocations/control  of  spaces,  dollars,  and  force  develop- 
ment). However,  NGB  still  perfoms  these  functions  for  National  Guard 
resources  because  of  the  requirement  to  interface  with  all  states . 
Additional  USAR  missions  were  transferred  to  FORSCOM  in  1974  to  stream- 
line the  HQDA  staff,  pull  the  reserves  into  the  mainstream  of  the  Amy 
(i.e.,  FORSCOM),  and  emphasize  the  Amy's  reliance  on  Reserve  Components 
with  a one  Army  program. 

2.  In  addition  to  the  Amy  Reserve  Forces  Policy  Committee  (ARFPC), 
established  under  Title  10  USC  3033  to  deal  with  major  policy  matters 
affecting  RC,  several  additional  groups  were  fomed  in  1975-76  to  improve 
the  status  of  RC  and  their  consideration  in  related  actions  on  the  Amy 
Staff . 


a.  The  Reserve  Component  Issues  Conference  (RCIC)  was  established 
to  present  to  the  VCSA  and  Staff  principals  those  substantive  issues  that 
currently  influence  RC  activities  and  readiness . 

b.  The  Reserve  Component  Coordination  Committee  (RCCC)  was 
established  to  review  progress  in  the  RC  arena,  ascertain  problem  areas 
and  issues,  or  coordinate  requisite  taskings  to  the  Army  Staff. 

c.  The  Reserve  Component  Steering  Committee  (RCSC)  was  fomed 
to  review  and  assess  the  integration  of  RC  activities  on  the  Amy  Staff; 
identify  and  recommend  to  the  VCSA  actions  to  enhance  the  staff  action 
process,  eliminate  duplication  of  functions  between  NGB,  OCAR  and  the 
Amy  Staff;  facilitate  actions  by  the  Chiefs  of  RC  in  the  fulfillment 

of  their  primary  staff  responsibilities. 

3.  The  establishment  of  the  RCIC,  RCCC  and  RCSC  recognized  the  need 
to  Integrate  resource  management  of  RC  into  the  routine  staff  processes 
of  the  Army  Staff.  While  their  formation  highlighted  the  Importance  of 


RC  la  the  national  defense  structure  and  the  need  for  close  attention  by 
top  Army  management.  It  also  demonstrated  the  weaknesses  Inherent  In  the 
current  processes.  The  Army  has  made  great  strides  in  the  management  of 
RC  in  the  past  few  years,  but  because  of  the  limited  number  of  staff 
officers  experienced  in  RC  management  and  their  orientation  on  Active 
Components,  the  education  process  must  be  continuous. 

GENERAL  DISCUSSION 

1.  In  consideration  of  the  Total  Army  program  and  the  reliance  on 
Reserve  Components,  the  FMSG  was  charged  with  including  the  NGB  and 
OCAR  in  its  deliberations  concerning  the  Army  Staff  organization  for 
resource  management.  Accordingly,  the  study  group  developed  ARNG  and 
USAR  scenarios  designed  to  consider  the  Impact  of  any  staff  organizational 
or  procedural  change  on  Reserve  Components.  The  SMSG  scenarios  and 
deliberations  focused  on  ensuring  that  the  Army  Staff  organization  pro- 
vided for  full  integration  of  all  facets  of  RC  resource  management . 

2.  The  current  NGB  and  OCAR  staff  organizations  and  appropriation 
directorships  are  not  specified  by  law.  Specific  statutory  staff  organi- 
zations were  deleted  from  the  proposed  law  to  preclude  the  implication 
that  these  staffs  possess  authority  which  might  not  be  Intended  with 
respect  to  the  chain  of  management  and  command.  Additionally,  there  is 
ample  authority  under  existing  law  to  organize  the  necessary  RC  staffs. 

3.  The  law  does  require  that  such  offices  exist  and  that  the  prin- 
cipal be  the  advisor  to  the  CSA.  Congressional  correspondence  further 
interpreted  the  law  and  clearly  expressed  the  intent  of  Congress  to  be 
that  these  organizations  remain  as  they  are  with  respect  to  the  control 
of  funds,  manpower,  and  programs.  Congressional  intent  implies  a degree 
of  authority  for  the  chiefs  of  the  Reserve  Components  which  must  be  care- 
fully considered  in  the  total  framework  of  Army  management. 

4.  Current  NGB  and  OCAR  resource  management  responsibilities  are  as 
follows : 


a.  NGB:  The  Chief,  National  Guard  Bureau  is  responsible  for 
the  following  appropriations:  Operations  and  Maintenance  Army  National 
Guard  (OMARNG) , National  Guard  Pay  and  Allowances  (NGPA)  and  Military 
Construction  Army  National  Guard  (MCANG) . The  Chief,  National  Guard  Bureau 
functions  as  an  advisor  to  the  CSA  as  well  as  a principal  staff  officer. 

As  a staff  officer,  he  performs  in  a capacity  similar  to  any  other  staff 
officer  or  appropriation/program  director.  However,  he  also  functions 
much  like  a MACOM,  allocating  funds  and  manpower  directly  to  the  various 
states.  Manpower  requirements  are  determined  through  a combination 
of  the  DCSOPS  force  analysis,  state  requests,  and  the  National  Guard 
ability  to  recruit.  ARNG  civilian  technicians  are  included  within  the 
Army  civilian  end  strength  authorization. 
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b.  OCAR:  The  Chief  of  Army  Reserves  (CAR)  Is  responsible  for 
the  following  appropriations:  Operations  and  Maintenance  Army  Reserve 
(OMAR) , Reserve  Pay  and  Allowances  (RPA) , and  Military  Construction  Army 
Reserves  (MCAR) . In  these  roles,  he  functions  much  like  other  Army  staff 
agencies  and  appropriation/program  directors  working  through  major  com- 
mands (in  this  case  FORSCOM)  to  accomplish  his  programs.  At  the  same 
time,  though,  his  role,  like  the  Chief  National  Guard  Bureau,  is  unique 
because  of  the  breadth  of  his  functions  (e.g.,  ranging  from  pay  to 
construction)  as  opposed  to  the  rather  restricted  functional  role  of 
other  staff  offices.  Manpower  requirements  are  determined  by  the  DCSOPS 
force  analysis,  tempered  by  recruiting  expectations  and  the  anticipated 
breadth  of  Congressional  approval.  Allocations  are  accomplished  by  OCAR 
through  FORSCOM.  USAR  civilian  technician  positions  are  included  in  the 
Army  civilian  end  strength  authorization. 

5.  Reserve  Components  comprise  approximately  502  of  the  total  Army 
force  structure  and  9-102  of  the  TOA.  Under  the  Total  Army  program,  the 
capability  for  consideration  and  management  equal  to  Active  Components 
must  be  provided  for  Reserve  Component  requirements.  Recognizing  the 
base  level  budgetary  requirements  needed  to  support  state  missions,  the 
Army  must  be  able  to  evaluate  and  Influence  Reserve  Component  resources 
for  "tradeoff'1  in  the  same  manner  as  for  any  other  federal  program  or 
appropriation  if  the  Total  Army  program  is  to  remain  viable.  Accordingly, 
it  is  a fundamental  requirement  that  the  Reserve  Component  resource 
management  process  be  effectively  Integrated  into  the  overall  management 
effort  of  the  Army. 

PROBLEM  IMPACT 


1.  Program  Resource  Management  Review.  The  unique  staff  rules  of 
NGB  and  OCAR  designed  to  give  special  attention  to  ARNG  and  USAR  matters, 
clearly  accomplish  that  mission.  While  NGB  and  OCAR  manage  the  details 
of  planning  resources,  this  management  arrangement  must  not  reduce  the 
Involvement  of  other  staff  agencies  in  attending  to  RC  matters.  The 
perception  of  responsibility  for  and  knowledge  of  Reserve  Components  is 

not  possessed  on  the  Army  Staff  to  the  same  degree  as  with  active  components. 
Accordingly,  the  Army  Staff  has  not  fully  developed  the  ability  to 
evaluate  Reserve  Component  programs  in  consonance  with  Total  Army 
requirements . 

2.  Manpower  Management. 

a.  The  Army  is  unable  to  accurately  determine,  articulate,  or 
justify  its  requirements  for  RC  manpower,  particularly  technicians. 

Several  studies  of  this  problem  are  either  underway  or  have  been  con- 
ducted, and  a new  Army  Reserve  staffing  guide  has  been  published;  however, 
the  technician  program  is  not  generally  understood  by  the  Staff.  This 
lack  of  expertise  results  in  an  inability  to  validate,  deny,  or  defend 
RC  requests. 
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b.  The  Army  staff , outside  of  OCAR  and  NGB,  requires  further 
education  in  the  specific  needs  of  RC.  Manpower  management  of  RC,  as  a 
part  of  the  total  force,  must  be  improved  and  appropriate  standards 
established,  applied,  and  controlled  under  the  Army  manpower  manager; 

ARMAAP  (as  discussed  in  chapter  XI)  must  be  aggressively  applied  to  RC 
with  emphasis  focused  on  assistance;  full  interface  of  RC/AC  systems  must 
be  accomplished  and  applied  to  integrated  automated  systems  where  feasible; 

RC  manpower  management  policy  must  be  timely,  responsive  to  RC  needs,  and 
accommodate  the  needs  of  the  total  Army  without  restipulation  in  a transi- 
tion to  war. 

3.  Training  Management: 

a.  The  training  of  Reserve  Components  is  constrained  too  much 
by  the  methods  and  techniques  designed  for  the  Active  Force.  Recogniz- 
ably, the  training  base  is  structured  principally  to  meet  the  require- 
ments of  Active  Components;  however,  the  growing  dependence  on  Reserve 
Components  in  the  Department  of  Defense  responsibilities  for  executing 
national  policy  requires  more  Innovation  in  meeting  their  training  demands. 
The  uniqueness  of  the  citizen  soldier  does  not  necessarily  require  varia- 
tion of  the  training  standards,  but  methods  must  be  adaptive  to  his 
special  situation  in  terms  of  time,  requirements  for  active  duty,  meeting 
total  service  obligation  requirements,  and  integration  into  the  total 
force.  There  is  much  more  to  be  done  in  providing  alternatives  for 
Initial  skill  and  career  progression  training. 

b.  While  there  is  a requirement  for  innovation  and  unconstrained 
thought  in  meeting  Reserve  Components  training  requirements,  training 
management  must  be  fully  integrated  under  the  purview  of  the  Army  train- 
ing manager.  This  philosophy  is  not  intended  in  any  way  to  usurp  the 
authority  and  responsibility  vested  in  the  Chiefs  of  Reserve  Components, 
but  rather,  to  complement  their  efforts  and  ensure  the  benefits  derived 
from  improvements  developed  for  the  Active  Components  are  accommodated  in 
Reserve  Component  programs. 

1 . FINDING : The  present  Reserve  Component  staff  organizations 

and  appropriation  directorships  are  appropriate, 
workable,  and  required  to  implement  the  Intent  of 
the  law. 

DISCISSION:  A recent  study  by  the  Dirac tor  of  Management  con- 

cluded that  the  functions  performed  by  these  staffs 
are  not  duplicative  but  parallel  with  the  basic 
functions  performed  in  other  staff  elements.  While 
the  specific  staff  structure  of  Reserve  Components 
is  not  required  by  law,  it  is  necessary  for  appropriate 
execution  of  the  authority  vested  in  the  Chiefs  of 
Reserve  Components. 
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RECOMMENDATION: 


Ensure  full  Integration  Into  all  Army  resource  man- 
agement mechanisms. 


2.  FINDING:  The  Army  Staff  too  frequently  falls  to  recognize  or 

address  Reserve  Component  Impact  when  programing/ 
processing/implementing  resource,  manpower  and 
training  management  actions. 

DISCUSSION:  During  POM  development,  the  Army  programer  must 

distribute  the  Army  TOA  among  the  various  appro- 
priations. The  Army  Staff  iB  not  proficient  In 
developing  tradeoffs  among  the  various  Reserve  Com- 
ponent appropriations  as  evidenced  by  the  lack  of 
knowledge,  expertise  and  data  concerning  ARNG  and 
USAR  programs.  This  problem  Is  vividly  displayed 
by  the  need  to  establish  the  Reserve  Component 
Steering  Committee  (RCSC)  and  the  list  of  actions 
reviewed  by  them  over  the  past  year  (Table  XII-1). 

RECOMMENDATIONS:  a.  Require  Reserve  Component  Impact  assessment  on  all 

Army  resource  staff  actions. 

b.  Task  COA  with  increased  budget  execution  review  of 
Reserve  Components  tjhe  same  as  recommended  for 
other  appropriations. 

■ 

c.  Task  Comptroller,  or  other  staff  head  responsible 
for  Resource  Management  Review  (discussed  in  chapter 
VII),  with  Reserve  Component  review  responsibilities. 

d.  Task  the  Manpower  manager  (discussed  In  chapter  V) 
to  apply  and  assume  control  of  all  Reserve  Compo- 
nent manpower  standards. 

e.  Provide  resource  management  assistance  to  RC  through 
the  Field  Management  Advisory  and  assessment  program 
(ARMAAP)  discussed  in  chapter  XI. 

f.  Task  the  Training  manager  (discussed  In  chapter  VIII) 
with  specific  Reserve  Component  training  responsi- 
bilities. 


ISSUES  REVIEWED  BY  THE 


RESERVE  COMPONENT  STEERING  COMMITTEE  AND  WORKING  GROUP 

1.  OCAR  and  N6B  are  not  Information  addressees  on  some  FORSCOM  RC 
correspondence/messages . 

2.  Management  of  the  Army  Reserve  Technician  (ART)  program. 

3.  Development  of  training  requirements/recruiting  objective  model 
(TRROM) . 

4.  Reserve  component  functions  performed  by  DCSPER,  MILPERCEN,  TAG  and 
RCPAC . 

5.  Strength  accountability  of  reserve  components. 

6.  Development  of  IRR  enlisted  objective  model. 

7.  Promotion  boards  for  Reserve  component  unit  positions. 

8.  Management  of  Army  National  Guard  Personnel  records. 

9.  Review  of  ARs  which  Impact  on  reserve  components. 

10.  Review  of  regulations  for  which  reserve  components  are  proponent. 

11.  USAR  troop  action  program  development  and  implementation. 

12.  Integration  of  real  estate  functions  of  RC  under  a single  Amy  Staff 
Agency. 

13.  Transfer  of  OMAR  RPMA  budget  responsibility  from  OCAR  to  OCE. 

14.  Programing  and  budgeting  resources  within  the  Amy  Staff. 


Table  XII  - 1 
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XIII.  SPECIAL  CONSIDERATIONS  - AIF,  NAF,  CITF 


INTRODUCTION 
«— ■ ■ ■ — ■ 

' 

1.  During  the  course  of  this  Resource  Management  Study,  DA 

Staff  management  of  three  diverse  areas  - Army  Industrial  Fund,  Non-  ' 

appropriated  fund  activities,  and  commercial-industrial  type  functions  - 
were  continually  spot-lighted  as  specific  functional  areas  requiring 
detailed  study  and  worthy  of  specific  report  comment. 

2.  Management  responsibilities  and  processes  of  each  of  these  areas 
were  examined  in  detail  in  terms  of  the  current  DA  Staff  resource  manage- 
ment organization  and  the  impact  of  other  key  recommendations  which  would 
cause  organizational  changes.  The  following  three  sections  to  this  chap- 
ter outline  the  existing  problems,  study  findings  and  recommendations 
with  respect  to  each  of  these  functional  areas. 

Section  A.  Army  Industrial  Fund  (AIF) 

PROBLEM 

The  Army  Staff  does  not  effectively  manage  Army  Industrial  Fund 
(AIF)  activities. 

HISTORICAL  BACKGROUND 


1.  The  AIF  was  established  under  the  authority  cf  Section  2208, 

Title  10  USC.  The  Secretary  of  Defense  prescribes  the  regulations 
governing  the  operations  of  activities  authorized  by  this  action.  Its 
purpose  is  to  provide  financial  authority  and  flexibility  to  procure 

and  use  manpower,  materiel  and  other  resources  effectively  and  economically. 

2.  CSR  37-11,  28  June  1971,  established  the  current  Army  Staff 
responsibilities  of  the  Comptroller  of  the  Army  (COA)  for  appropriate 
accounting  systems,  management  of  the  financial  corpus  and  as  the  Director 
of  AIF  for  presentation  and  justification  of  the  AIF  budget  to  OSA,  OSD/ 

0MB  and  Congress.  CSR  37-11  also  charges  DCSLOG  and  the  Chief,  Research 
and  Development  (CRD)  as  AIF  Activity  Directors. 

3.  The  DCSLOG  was  Director  of  the  AIF  prior  to  June  1971.  The 
underlying  reasons  for  transfer  of  directorship  responsibilities  for  this 
function  to  COA  are  obscure. 

4.  The  1974  DA  Staff  reorganization  continued  COA  as  the  AIF 
Director.  Also,  responsibility  for  functional  coordination  and  manpower 
was  transferred  from  DCSLOG  to  COA,  resulting  in  the  near  total  removal  of 
DCSLOG  from  AIF  management. 
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5.  A revision  of  AR  37-110  in  June  1975  passed  functional  AIF 
responsibilities  to  MTMC  and  DARCOM. 

GENERAL  DISCUSSION 

1.  The  AIF  is  not  an  appropriation.  It  is  a consolidated  revolving  l 

capital  fund.  The  fund  consists  of  unexpended  balances  of  cash  on 

deposit  in  the  US  Treasury  or  its  equivalent,  accounts  receivable,  stores 
and  supplies,  work  in  progress,  finished  goods  and  all  other  current  and 
deferred  assets,  pertaining  to  or  acquired  in  the  operations  of  all 
activities  financed  by  the  fund. 

2.  Installations/Activities  operating  under  the  AIF  prepare  and 
submit  an  annual  operating  budget  based  upon  operating  costs  computed  by 
the  approved  cost-accounting  system.  This  budget  includes  end-strength 
and  manyears  for  both  military  and  civilian  manpower.  DA  resource  guid- 
ance to  AIF  activities  Indicates  the  authorized  end-strength  and  manyears 
by  AIF  and  other  activities,  however,  the  AIF  Activity  is  authorized  to 
adjust  the  end  strength  by  appropriation  and  required  to  report  adjust- 
ments to  DA. 

3.  While  the  AIF  directorship  is  assigned  to  COA,  the  principal  AIF 
functions  are  performed  within  FYDP  Program  7,  for  which  the  DCSLOG  has 
program  directorship  responsibilities.  The  AIF  is  related  so  closely  to 
the  cited  Major  Program  that  it  is  difficult  to  program,  budget  and 
manage  effectively  under  the  currently  divided  assignment  of  related 
responsibilities.  The  largest  AIF  funded  activities  are  for  Depot  Supply 
and  Maintenance  Operations  (corresponding  closely  with  DMA  sub-programs 
7S  and  7M) . 

FINDING:  There  is  a critical  requirement  to  establish  an 

effective  AIF  management  capability  at  DA  Staff 
level.  Management  directorship  responsibilities 
should  be  assigned  on  a functional  basis. 

DISCUSSION:  a.  While  COA  is  tasked  to  provide  guidance  and  direc- 

tion to  commands  and  agencies  responsible  for 
management  of  activities  or  Investments  financed 
by  the  revolving  fund  (CSR  37-4),  his  management 
capability  is  focused  on  fiscal  overwatch  of  the 
revolving  fund. 

b.  The  1974  DA  Staff  reorganization  continued  the  COA 
relationship  of  AIF  Director,  but  effectively 
removed  the  DCSLOG  from  management  of  this  function 
by  eliminating  all  manpower  spaces  involved  in  AIF 
functional  review. 

I 


k 


RECOMMENDATION: 


J 


c.  A June  1975  change  to  AR  37-110  clearly  delegated 
functional  responaibility  for  AIF  management  to 
MTMC  and  DARCOM  as  AIF  Activity  Managers.  This 
has  essentially  removed  all  vestages  of  functional 
management  responsibilities  and  capability  from  the 
DA  Staff. 

d.  The  FY  78  OSD  manpover  reduction  applied  to  AIF  is 
an  excellent  example  of  built-in  disconnects 
resultant  from  the  current  organization.  Reduced 
AIF  manpower  had  an  Impact  on  AIF  funded  workload 
capability.  However,  no  DA  Staff  coordination  as 
to  the  specific  workload  impact  on  the  Army  could 
be  made  due  to  current  management  responsibility 
assignments.  Another  significant  problem  rising  to 
the  forefront  during  formulation  of  the  FY  78  Army 
Budget  was  the  extent  to  which  DARCOM  AIF  manpower 
was  underfunded.  The  current  management  organization 
found  that  without  a central  AIF  functional  manager, 
resolution  of  even  specific  issues  is  difficult  if 
not  impossible. 

e.  Directorship  of  AIF  activities  must  be  functionally 
related.  While  field  command  activity  management 
may  function  well,  the  DA  Staff  can  realize  the 
greatest  benefits  in  this  area  by  tasking  the 
DCSLOG  with  functional  management  responsibilities 
for  activity  and  fund  directorship,  while  concur- 
rently charging  COA  with  responsibility  for  fiscal 
controls  and  review. 

a.  Assign  directorship  of  the  Army  Industrial  Fund  to 
DCSLOG  and  direct  development  of  an  effective  DA 
Staff  management  capability  for  this  function. 

b.  COA  retain  fiscal  management/control/ review  respon- 
sibilities for  the  fund  corpus  and  financial 
reporting. 
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Section  B.  Non-Appropriated  Fund  Activities 


PROBLEMS 


1.  Staffing  standards  and  guides  for  determination  of  NAF  manpower 
requirements  are  not  part  of  the  DA  Staff  manpower  management  process. 

2.  The  DA  Staff  has  limited  capability  to  assess  the  allocation  of 
appropriated  funded  manpower  in  support  of  non-appropriated  fund  (NAF) 
activities. 

GENERAL  DISCUSSION 


1.  The  Adjutant  General  (TAG)  is  assigned  Army  Staff  policy  and 
operational  responsibility  for  most  Morale,  Welfare  and  Recreation  (MWR) 
programs  (categories  defined  at  figures  XIII-1-3).  This  report  focuses 
on  Army  Staff  management  of  MWR  programs,  specifically  as  pertains  to 
manpower  requirements  (appropriated  and  non-appropriated)  in  support  of 
those  programs. 

2.  The  study  group  recognized  that  significant  efforts  have  been 
made  by  TAG  in  recent  years  to  synchronize  appropriated  and  non-appro- 
priated programing  and  budgeting  for  Category  III  MWR  activities;  in 
disseminating  NAF  fee,  charge  and  staffing  guidance;  and  in  developing 
a quantification  program  in  support  of  Morale,  Welfare  and  Recreation 
programs . 


3.  Appropriated  funded  civilian  manpower  space  requirements  in 
support  of  MWR  activities  are  now  determined  based  on  (a)  whether  or  not 
assignment  of  appropriated  fund  personnel  to  specific  MWR  activities  is 
authorized  (AR  570-4)  and  (b)  standards  for  those  activities  are  prescribed 
in  DA  Pamphlet  570-551  (Staffing  Guide  for  US  Army  Garrisons).  TAADS 
documents  reflecting  these  requirements  are  approved  at  MACOM/DA  level  and 
are  subsequently  validated  through  the  manpower  survey  process. 

4.  The  allocation  of  appropriated  funded  spaces  against  requirements 
in  MWR  activities  is  generally  subject  to  local  command  determination 
based  on  manyear,  dollar  and  end  strength  ceilings.  The  number  of 
appropriated  funded  spaces  allocated  to  MWR  programs  within  local  command 
ceilings  is  based  on  the  relative  priority  of  these  programs  in  relation 
to  the  commander's  overall  mission  requirements  and  in  consideration  of 
the  amount  of  NAF  available  to  the  command  for  the  pay  of  NAF  personnel. 

In  the  programing  and  budgeting  process,  appropriated  funded  space 
requirements,  are  determined  on  the  basis  of  total  command  space  require- 
ments, less  those  that  can  be  financed  from  NAF  sources  (the  total 

of  locally  generated  income  plus  dividend  allocations).  The  local  commander 
exercises  no  control  over  dividend  allocation;  however,  the  commander  does 
control  locally  generated  income  through  implementation  of  TAG  activity 
fee  and  charge  guidance. 
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Figure  XIII-2 
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Figure  XIII-3 


5.  TAG  addresses  NAF  and  appropriated  fund  budget  requirements  for 
the  eight  categories  of  Morale,  Welfare  and  Recreation  programs  and 
develops  a coordinated  Army^wide  program.  The  integration  of  NAF  and 
appropriated  fund  requirements  becomes  increasingly  important  when  one 
considers  that  recreation  activities  are  piJiuarily  appropriated  funds, 
supplemented  by  NAF. 

1_.  _ F INI) I NO : Development  and  approval  of  manpower  standards  and 

staffing  guides  for  NAF  activities  should  be 
included  as  an  integral  part  of  the  Army  manpower 
management  process. 

DISCUSSION:  a.  The  findings  and  recommends tions  outlined  at  Chap- 

ter V amalgamate  the  functional  responsibil itles 
tor  standards  determination,  utilization,  personnel 
policy  and  allocation  as  they  pertain  to  appropriated 
funded  manpower  with  a DA  Staff  Director  of 
Manpower  as  an  integrated  manpower  management 
process . 

b.  While  determination  of  LotaJ  manpower  requirements 
for  Morale,  Welfare  and  Recreation  programs  should 
remain  a function  of  the  local  commander,  those 
requirements  should  be  based  on  standards  and  staft- 
ing  guides  approved  by  the  Director  of  Manpower, 
wheLher  for  appropriated  or  non-appropriated  funded 
spaces . Where  existing  staffing  guides  now  do  this 
for  authorized  appropriated  fund  requirements,  they 
should  be  expanded  to  Include  non-appropriated 

fund  requirements  where  applicable,  with  modifications 
as  necessary  to  accommodate  the  type  of  NAF  employees 
(fulltime,  parL- time,  and  intermittent)  used  in 
MWR  activities.  To  do  otherwise  would  perpetuate 
allocation  of  appropriated  funded  spaces  largely  on  a 
basis  of  the  "squeaky  wheel"  concept  and  subject 
NAF  manpower  utilization  only  to  the  challenge  of 
the  NAF  functional  manager.  The  development  of 
those  standards  and  staffing  guides,  however,  is  a 
logical  responsibility  of  the  functional  manager  of 
NAF  activities  - TAG. 

c.  The  expanded  field  management  assessment  program 
(ARMAAP) , discussed  in  detail  at  Chapter  XI,  could 
provide  TAG  an  expanded  capability  for  the  develop- 
ment of  manpower  staffing  standards  as  well  as 
assessment  of  command  adherence  to  approved  staffing 
guides . 
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RECOMMENDATION: 


Standards  and  staffing  guides  for  determination  of 
appropriated  and  NAF  manpower  levels  in  support  of 
MWR  activities,  although  developed  by  the  functional 
manager,  should  be  approved  by  the  Director  of  Man- 
power. The  Director  of  Manpower  should  ensure 
Integration  of  appropriated  funded  manpower  allo- 
cations in  support  of  NAF  activities  into  the 
overall  manpower  management  process. 
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Section  C.  Commercial- Industrial  Type  Functions  (CITF) 


PROBLEM 

i 

The  DA  Staff  has  no  system  for  integration  of  CITF  actions  (conver- 
sion, New  Starts  and  Quick  Return  on  Investment)  into  the  PPBS  and  full  I 

involvement  of  the  DA  manpower  manager  in  manpower/personnel  Impacts  of 
CITF  actions. 

GENERAL  DISCUSSION: 

1.  Bureau  of  the  Budget  Circular  A-76  March  3,  1966,  as  revised, 
establishes  the  policies  for  acquiring  commercial  or  Industrial  product 
and  services  for  Government  use.  The  provisions  of  the  circular  are 
applicable  to  newly  established  Government  Commercial  or  industrial 
activity  involving  additional  capital  Investment  of  $25,000  or  more  or 
additional  annual  costs  of  production  of  $50,000  or  more  or  a reactivation, 
expansion,  modernization  or  replacement  of  an  activity  involving  addi- 
tional capital  investment  of  $50,000  or  more,  or  additional  annual  costs 
of  production  of  $100,000  or  more.  The  provisions  of  Circular  A-76  have 
been  implemented  by  DOD  Directive  4100.15  and  DOD  Instruction  4100.38, 
and  in  turn  by  AR  235-5  and  AR  11-28 . 

2.  The  Army  has  provided  for  a Commercial  and  Industrial-Type 
Activities  Program  (CITA)  to  implement  provisions  of  the  Circular  A-76 
and  the  preceding  cited  references.  The  CITA  Program  had  been  relatively 
dormant  until  Presidential  emphasis  was  applied  in  1976. 

3.  PL  95-79  directs  the  Secretary  of  Defense  and  the  Director  of 
the  Office  of  Management  and  Budget  to  conduct  jointly  a complete  and 
comprehensive  review  of  criteria  used  in  determining  whether  commercial 
or  industrial  type  functions  should  be  performed  by  Dept,  of  Defense 
personnel  or  by  private  contractors.  A detailed  report  was  required  to 
be  submitted  to  the  Committees  on  Armed  Services  of  the  Senate  and  the 
House  of  Representatives  by  1 January  1978.  PL  95-111  Sec  852  placed  a 
prohibition  on  the  use  of  funds  appropriated  by  PL  95-111  for  conversion 
of  operating  support  functions,  excluding  real  property  maintenance  and 
repair,  to  commercial  contract  during  the  period  1 Oct  1977  and  30  Sep 
1978  or  to  continue  to  fund  such  type  contracts  which  may  have  been 
awarded  between  the  date  of  enactment  of  PL  95-111  and  30  Sep  1977. 

4.  The  Administrator  for  Federal  Procurement  Policy,  Office  of 
Management  and  Budget,  has  proposed  36  changes  to  0MB  Circular  A-76. 

The  proposed  changes  published  in  the  Federal  Register,  November  21,  1977 
are  Intended  to  make  applications  of  the  policies  for  acquiring  commer- 
cial or  industrial  products  and  services  for  government  use  more  equitable 
i and  consistent  throughout  the  executive  branch. 
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5.  The  RMSG  recognized  the  efforts  of  Army  Management  Division  (OCSA) 
in  developing  CSM  78-235-12,  2 Jun  1978,  which  tasks  agency  heads  to 
ensure  compliance  with  contracting  policy  when  directing  mission  changes. 

FINDINGS:  a.  The  CITF/CITA  is  not  Integrated  into  other  Army 

programs.  It  is  not  consistent  with  the  Planning, 
Programing  and  Budget  System  (PPBS),  and  the  Army 
Management  Structure  (AMS). 


DISCUSSION: 


b.  Program  has  lacked  positive  direction. 

c.  No  real  emphasis  placed  on  contracting. 

d.  Program  has  potential  for  generating  savings  in 
manpower  and  funds. 

e.  Closer  coordination  with  manpower  functions  is 
mandatory . 

f.  AR  235-5  is  too  difficult  to  read  and  1b  not 
sufficiently  explicit  in  criteria  to  enable  rational 
and  timely  decision  to  be  made  within  the  existing 
Army  Management  Structure.  Appropriate  cross-walk 
between  AR  235-5  and  other  pertinent  ARs  is  not 
provided. 

a.  The  failure  to  include  CITF  in  other  Army  programs 
creates  many  problems.  Program  and  Budget  Guidance 
(PBG)  given  to  the  field  rarely,  if  ever,  takes  into 
consideration  the  probability  that  the  guidance  will 
create  a necessity  to  initiate  an  action  under  pro- 
visions of  AR  235-5.  Personnel  developing  the  PBG, 
too  frequently  are  not  aware  of  the  Provisions  of 
AR  235-5,  and  provide  guidance  to  commands  that 
results  in  increased  operating  costs  that  will 
require  commands  to  seek  quick  approval  of  the 
Secretary  of  the  Army  or  Secretary  of  Defense.  The 
net  effect  is  that  a Commander  is  directed  to  carry 
out  a policy  and  is  then  overwhelmed  with  reporting 
requirements  that  make  it  almost  impossible  to  accom- 
plish. Much  of  the  CITF  actions  take  place  at  instal- 
lation level  but  are  administered  in  great  detail 
at  DA  level.  CSR  78-235-12,  dated  2 June  1978, 
imposes  a requirement  for  consideration  of  CITA 
policies  on  contracting  by  each  DA  Staff  agency  when 
directing  mission  changes.  Close  adherence  to  this 
regulation  should  reduce  the  impact  of  CITA  on  field 
commands. 
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b.  There  is  potential  for  generating  savings  in  man- 
power and  funds.  However,  when  a conversion  to  con- 
tracting results  in  a reduction-in-force,  the 
obstacles  tend  to  become  insurmountable. 


c.  Projects  which  increase  productivity,  even  though 
there  is  no  increase  or  decrease  in  manpower,  must 
be  deferred  until  an  action  is  taken  under  provi- 
sions of  CITF  procedures  and  an  approval  obtained 
from  OSA  or  OSD. 

d.  Although  some  CITF  actions  will  not  involve  manpower, 
most  will  impact  heavily  on  manpower. 

e.  CITF  actions  received  from  the  field,  now  handled 
by  the  DA  Director  of  Management  (DM) , formerly 
were  processed  by  DCSLOG.  The  DM  forwards  the 
actions  to  other  DA  staff  elements  for  coordination 
and  comment.  DM  incorporates  the  DA  Staff  comments 
and  forwards  the  action  to  OSA  for  approval.  When 
approval  is  received,  DM  takes  all  steps  necessary 
to  advise  Congress,  news  media,  and  unions  in  those 
cases  where  a reduction  in  force  takes  place. 

f.  The  placement  of  primary  DA  Staff  responsibility 
for  CITF  actions  is  relatively  unimportant  as  long 
as  timely  coordination  with  the  manpower  manager  is 
completed.  Precluding  any  changes  in  policies  or 
procedure  on  the  part  of  Congress,  0MB  and  OSD, 
there  is  no  primary  factor  that  would  have  a signifi- 
cant influence  on  the  assignment  of  staff  responsi- 
bility for  this  function.  The  DM  is  considered 
appropriate  in  that  he  lacks  functional  proponency 
for  any  activities  that  come  under  CITF  policies. 
Further,  the  location  of  DM  on  the  DA  Staff  facilitates 
OCSA  review  of  an  extremely  sensitive  area  of  Staff 
management . 


RECOMMENDATION:  a.  That  the  DA  Staff  responsibility  for  CITF  remain 

assigned  to  Director  of  Management  in  OCSA  until 
OMB/Congressional  policies  regarding  this  function 
are  solidified  in  terms  of  the  impact  on  base 
closures  and  reductions  in  force.  Thereafter,  con- 
sideration should  be  given  to  transfer  of  staff 
responsibility  for  the  CITF  function  to  the  Man- 
power Manager. 
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That  AR  235t5  be  revised  to  be  more  explicit  and 
easily  readable  and  to  provide  a cross-walk,  to 
other  regulatlona/directives,  that  Impact  directly 
on  CITF.  Special  attention  be  given  to  manpower 
directives. 

That  all  planning  and  programing  guidance  that 
changes  or  assigns  missions,  be  reviewed  by  the 
CITF  manager  prior  to  Issuance  to  determine  probable 
impact  on  CITF  actions.  Special  attention  be  given 
to  reviewing  the  PBG  prior  to  release. 
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XIV 


DECISIONMAKING  AND  ROLE  OF  DAS 


PROBLEMS 


1.  The  broad  range  of  problems  facing  the  Army  Staff  and  poor 
delineation  of  functional  responsibilities  have  necessitated  the  formation 
of  a number  of  standing  committees  to  be  used  for  decisionmaking.  This 
approach  to  corporate  decisionmaking  is  necessary  for  some  broad,  high 
impact  issues,  but  extensive  reliance  on  committees  for  resolution  of 
functionally  related  issues  has  reduced  managerial  time  and  discourages 
functional  managers  from  making  decisions  on  tough  issues. 

2.  Three  committees,  the  Strategy  Planning  Committee  (SPC) , the 
Program  Guidance  Review  Committee  (PGRC)  and  the  Budget  Review  Committee 
(BRC) , are  chaired  by  the  staff  functional  proponent  for  the  element  of 
the  Planning,  Programing  and  Budgeting  System  (PPSS)  which  corresponds 

to  the  purpose  of  the  committee.  These  committees  provide  critical  guid- 
ance to  the  Staff  in  the  accomplishment  of  the  PPBS,  however,  they  tend 
to  preclude  the  insertion  of  VCSA/CSA  guidance  at  these  critical  points 
in  overall  Army  Staff  operations. 

3.  Some  "critical  decisions"  which  have  a major  impact  on  the  Army's 
direction  in  both  the  current  and  future  years  get  little  attention  out- 
side those  agencies  making  the  determinations. 

4.  The  current  decisionmaking  and  management  effectiveness  review 
processes  frequently  do  not  cause  CSA  involvement  on  a timely  basis. 

HISTORICAL  BACKGROUND 


The  Army  has  always  used  committees  of  various  configuration  to 
resolve  intended  functional  conflicts.  The  present  committee  structure 
has  evolved  since  then  Secretary  of  Defense  McNamara  directed  that  the 
Army  implement  his  mission-oriented  Planning,  Programing  and  Budgeting 
System  and  Five  Year  Defense  Program.  The  SELCOM  is  the  Army's  principal 
committee  and  under  the  chairmanship  of  the  Vice  Chief  of  Staff,  reviews, 
coordinates  and  integrates  the  activities  comprising  the  PPBS.  It  has 
the  authority  to  act  on  its  own,  or  it  may  recommend  action  to  the  Chief 
of  Staff  or  Secretary  of  the  Army.  The  SELCOM  has  three  principal  sub- 
committees which  are  associated  with  specific  elements  of  the  PPBS,  and 
they  serve  to  screen  out  minor  issues  and  make  recommendations  on  major 
issues  regarding  Planning,  Programing  and  Budgeting. 

DISCUSSION 


1.  The  current  DA  Staff  committee  structure  is  intended  to  consider 
and  Interpret  guidance  received  from  the  Secretary  of  the  Army  and  the 
Secretary  of  Defense.  It  is  also  intended  to  review  major  issues  prior 
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to  decision  to  insure  that  integrated  guidance  is  provided  to  the  staff. 
However,  the  "crisis"  orientation  of  today  has  precluded  the  SELCOM  from 
addressing  issues  early  in  their  development  and  the  tendency  now  is  to 
allow  the  Staff  to  address  specific  Issues  without  detailed  corporate 
guidance  and  then  use  the  SELCOM  to  resolve  functional  non^-concurrences 
prior  to  either  making  a decision  or  passing  the  action  to  the  CSA  for 
decision. 

2.  Since  two  steps  of  the  PPBS  are  addressed  as  separate  staff 
actions,  the  need  for  two  committees  to  address  these  areas  is  reflected 
by  the  establishment  of  the  Program  Guidance  Review  Committee  and  Budget 
Review  Committee.  As  indicated  in  Chapter  VII,  the  functional  separation 
of  these  two  interrelated  aspects  of  PPBS  is  not  desirable;  likewise,  the 
conduct  of  two  committee  actions  is  equally  undesirable.  A single  Pro- 
gram Budget  Committee,  chaired  by  the  Comptroller  would  provide  more 
unified  guidance  and  decisionmaking  capability  than  is  currently  experi- 
enced. 

3.  Much  of  the  current  reliance  on  the  committee  process  for  deci- 
sionmaking is  a direct  result  of  the  functional  split  in  authority 
evidence  in  the  current  DA  Staff  structure.  Recommendations  contained 

in  this  study  will  alleviate  much  of  this  functional  crossing  of  authority 
and  thus  will  enable  Staff  functional  heads  the  opportunity  to  comfortably 
render  decisions  in  matters  within  their  staff  areas  of  interest 
which  must  now  be  presented  to  the  SELCOM  for  resolution.  Staff  proces- 
sing of  Manpower  and  Training  issues  are  excellent  examples. 

4.  There  are  matters,  both  of  a broad  and  specific  nature,  which 
indicate  that  CSA  guidance  early  on  is  necessary  for  satisfactory  resolu- 
tion. Examples  of  such  events  might  be  a large  reduction  in  Army  end- 
strength  occurring  during  the  current  year  or  the  formulation  of  next 
year's  budget.  Many  currently  ill-spent  staff  hours  could  be  saved 
through  the  provision  of  such  broad  guidelines  and  the  resulting  recom- 
mendation from  the  Staff  would  have  a much  higher  probability  of  satisfy- 
ing to  total  objectives  of  the  Army  than  is  currently  experienced. 

5.  In  order  for  such  guidance  to  be  provided,  the  SELCOM  appears 
to  be  a viable  vehicle  for  translating  the  Chief  of  Staff’s  goals  and 
objectives  to  the  Staff.  By  having  the  CSA  chair  and  address  the  SELCOM 
at  regularly  scheduled  sessions  throughout  the  year,  the  staff  would  be 
kept  better  informed  and  thus  more  singularly  directed.  In  addition,  the 
CSA  should  be  periodically  advised  of  the  current  state  of  the  Army's 
management  effectiveness.  This  could  be  accomplished  by  having  the  COA, 
because  of  the  Resource  Management  Review  responsibility,  provide  an 
update  to  those  SELCOMs  chaired  by  the  CSA.  These  special  SELCOM  are 
Indicated  on  the  March,  June,  September,  and  December  sessions  on 

Table  XIV-1. 
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6.  In  addition  to  th°se  special  SELCOM's  the  committee  should  meet 
at  other  regularly  scheduled  points  throughout  the  year  to  address  speci- 
fic critical  decisions  and  furnish  specific  guidance  to  the  Staff.  The 
calendar  at  Table  XIV-1  reflects  topics  which  should  be  addressed  at  pre- 
determined times  throughout  the  year  and  are  time-phased  to  correspond  with 
appropriate  PPBS  events.  This  schedule  would  not  preclude  the  assemblage 
of  the  Committee  at  other  unscheduled  times  to  address  urgent  Issues.  It 
is  expected,  however,  that  the  issuance  of  early  guidance  and  the  more 
clearly  defined  functional  responsibility  and  authority  discussed  earlier 
would  do  much  in  reducing  the  number  of  unscheduled  meetings  of  the 
SELCOM  required. 

7.  To  further  aid  the  decisionmaking  process,  the  DAS  should  enter 
an  active  role  in  providing  the  Staff  early  guidance  in  dealing  with 
critical  issues.  His  position  would  allow  the  desires  of  the  CSA  to  be 
transmitted  directly  to  the  staff,  and  his  staff  coordinating  responsibility 
would  enable  him  to  ensure  the  functional  cross-walking  of  critical  issues. 
In  order  to  accomplish  this  task  it  is  advantageous  to  fill  the  analysis 
and  evaluation  void  caused  by  the  shift  of  PA&E  from  OCSA  by  establish- 
ment of  a small  Policy  and  Guidance  element  in  the  DAS  organization. 

This  element,  organized  as  shown  in  Table  XIV-2  and  with  specific  func- 
tions as  shown  in  Table  XIV-3,  would  review  significant  actions  early  in 
the  staff  decision  process  to  ensure  that  adequate  guidance  on  a current 
policy  of  the  CSA  are  provided  to  the  staff.  This  group  would,  as  an 
inherent  part  of  their  function,  maintain  close  liasion  with  the  CSA  and, 
as  such,  provide  the  Chief  with  a capability  of  addressing  matters  of  an 
urgent  matter  similar  to  the  role  now  performed  by  PA&E. 

8.  With  the  DAS  actively  involved  in  the  DA  Staff  decisionmaking 
process,  he  would  further  assist  by  determining  the  level  of  approval 
needed  for  staff  actions  which  cannot  be  resolved  at  the  functional  level. 

He  could  either  channel  coordinated  staff  positions  with  any  alternatives 
either  directly  to  the  VCSA/CSA,  through  the  SELCOM  or  through  a combi- 
nation of  both.  A graphic  display  of  this  procedure  is  shown  at  Table 
XIV-A.  This  procedure  would  further  help  to  eliminate  the  need  to  con- 
vene a SELCOM  for  each  major  issue  facing  the  Army  and  would  more 
actively  involve  the  DAS  in  the  resolution  of  problems  facing  the  Army. 

FINDINGS:  a.  The  present  use  of  committees  results  in  a reduction 

of  decisionmaking  authority  inherent  with  Staff  func- 
tional managers.  This  is  further  complicated  and 
reinforced  by  the  lack  of  clearly  defined  func- 
tional responsibility  within  and  between  the  major 
elements  of  the  DA  Staff. 

b.  The  Increased  used  of  committees  to  resolve  crisis 
Issues  results  from  a lack  of  clear  guidance  early 
in  the  staff  process  and  thus  creates  much  non- 
. productive  effort  within  the  Staff  in  addressing 

* difficult  issues. 
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c.  The  Chief  of  Staff  needs  a forum  in  which  he  can 
provide  direct  guidance  to  the  staff  on  those 
critical  issues  which  govern  the  direction  of  the 
Army  both  in  current  and  future  years.  Further 
the  Chief  needs  and  is  entitled  to  a periodic 
”state-of-the  Army"  in  terms  of  its  management 
effectiveness.  The  SELCOM  can  provide  this  forum 
and  the  Comptroller,  in  his  expanded  role  as  the 
Resourpe  Management  Reviewer,  could  provide  the  CSA 
with  an  analysis  of  the  Army's  management  effective- 
ness and  its  effect  on  the  Army  Program. 

d.  The  DAS,  though  not  a functional  decisionmaker,  is 
best  informed  to  judge  prior  knowledge,  interest, 
impact,  and  sensitivity  of  the  CSA  and  VCSA  to 
various  issues  and  to  exercise  discipline  over  the 
prescribed  decisionmaking  procedure.  With  the 
recommended  shift  of  PA&E  to  the  Comptroller,  the 
DAS  in-house  review,  analysis,  and  evaluation 
capability  is  markedly  reduced,  making  establishment 
of  a small  Policy  and  Guidance  element  (as  at  Table 
XIV-3)  to  provide  a link  between  the  CSA  and  the 
Staff  a valid  consideration. 

a.  That  emphasis  be  placed  upon  the  role  of  the  DAS 
with  regard  to  providing  guidance  early  in  the  staff 
problem  solving  process. 

b.  The  SELCOM  be  relieved  of  its  current  burden  of 
furnishing  the  majority  of  corporate  decisions  by 
more  clearly  fixing  functional  responsibility 
within  the  DA  Staff  such  that  functional  Staff 
Heads  will  be  better  able  to  make  decisions  within 
their  own  areas  of  responsibility. 

c.  That  the  SELCOM  be  scheduled  to  meet  at  regular, 
predetermined  times  corresponding  with  critical 
decision  points  within  the  PPBS  cycle,  with  unsched- 
uled meetings  as  required. 

d.  That  the  CSA  attend  quarterly  sessions  of  the  SELCOM 
in  order  to  provide  the  Staff  with  broad  guidance 

on  the  addressal  of  critical  issues. 

e.  That  during  the  SELCOMs  chaired  by  the  CSA,  the 
Comptroller  provide  an  informational  briefing 
structured  to  apprise  the  Staff  of  the  current 
management  effectiveness  and  associated  problems, 
as  revealed  by  the  Resource  Management  Review 
Process . 
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f.  That  the  DAS  assume  a more  critical  role  in  the  Army 

decisionmaking  process  both  in  the  form  of  provid- 
ing guidance  early  in  the  addressal  of  issues,  and 
in  determining  the  decision  process  needed  to 
resolve  conflicts  on  difficult  issues.  In  order  to 
accomplish  this  role  he  be  provided  a Policy  and  I 

Guidance  element  which  would  collate  and  dissemi- 
nate CSA  goals  and  objectives  as  well  as  function 

as  a "fire  fighting"  team  for  the  CSA. 

g.  That  use  of  high  level  formal  committees  be 
de-emphaslzed  by  combining  the  PGRC  and  BRC  into  a 
single  PBC  under  the  COA,  and  that  the  PBC  and  SPC 
be  divorced  from  the  SELCOM  structure  and  made 
responsible  solely  to  the  COA  and  DCSOPS,  respectively. 
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XV.  WAR/ EMERGENCY  IMPACTS 


OVERVIEW 


In  the  preceding  chapters,  findings  and  recommendations  relative  to 
improved  resource  management  on  the  Army  Staff  were  presented  for  a 
variety  of  issues.  In  this  chapter  certain  of  these  are  addressed  again 
to  emphasize  their  impact  on  the  capability  of  the  Army  Staff  to  transition 
rapidly  to  a War/Emergency  posture.  Although  findings  cited  are  new, 
recommendations  are  not  since  they  merely  reiterate  what  has  been  presented 
in  earlier  chapters.  A single  problem  is  cited,  followed  by  findings  in 
these  six  areas: 

Manpower  Management 

Training  Management 

Resource  Management  Contingencies 

Decision  Making 

Resource  Management  Policy 

Management  Information  Systems 


PROBLEM 


The  RM  organization  and  RM  procedures  currently  in  use  on  the  Army 
Staff  are  not  conducive  to  a rapid  transition  from  a peace  time  to  a 
war/emergency  posture. 

GENERAL  DISCUSSION 


1.  With  respect  to  resource  management,  the  Army  Staff  is  too  peace- 
time oriented.  Because  of  the  often  crushing  demands  of  the  PPBS,  and 
the  routine  nature  of  the  RM  business,  the  criticality  of  effective  resource 
management  in  time  of  war  or  emergency  is  often  forgotten.  Over  the  years 
RM  organizations  and  procedures  have  evolved  to  the  point  that  they  are 
cumbersome  and  inefficient  and  if  a war/ emergency  occurred,  quick-reaction 
in  certain  resource  areas  would  be  difficult.  The  peacetime  demands  of 
the  PPBS  will  not  go  away,  so  there  is  a clear  need  for  developing 
continuity  between  organizations  and  procedures  needed  to  respond  to  these 
peacetime  demands  and  those  that  can  be  assumed  as  necessary  in  a war  or 
emergency.  If  there  are  relatively  inexpensive/uncomplicated  organizational 
or  procedural  changes  that  can  assist  in  establishing  this  continuity, 
then  they  should  be  made  immediately.  If  certain  of  these  changes  are 
costly,  yet  are  deemed  essential . then  they  should  be  planned  and  programed 
now  to  ensure  their  occurance  in  line  with  other  Army  priorities. 


2.  The  RMSC  spent  considerable  effort  on  the  matter  of  war/emergency 
transition.  During  the  analysis  phase  of  the  study  several  scenarios 
were  used  to  evaluate  the  ability  of  the  current  organization  to  respond 
in  certain  functional  areas.  In  this  scenario  evaluation,  the  RMSG 
considered  response  during  the  first  six  months  of  a war/emergency  as 
critical.  Much  of  the  material  presented  In  this  chapter,  therefore, 
relates  to  the  "short  war"  scenario  where  it  is  assumed  that  equipment  and 
personnel  replacements  would  be  scarce  or  non-existeut  during  the  first 
six  months.  During  that  critical  period  the  ability  to  tap  readily 
available  resources  and  rapidly  shift  them  to  cover  urgenL  needs,  becomes 
essential.  The  rationale  presented  also  applies  to  major  emergencies 
short  of  war. 

1.  FINDING:  Fragmentation  of  the  manpower  function  and  the  lack 

of  an  integrated  manpower/personnel  management 
system  degrades  the  ability  of  the  DA  Staff  to  be 
responsive  in  time  of  war  or  emergency. 

DISCUSSION:  a.  In  a war  requiring  substantial  increases  In  manpower, 

the  fundamentals  associated  with  manpower  resource 
management  change  radically.  End  strength  and  man 
year  controls  are  generally  Jilted  in  such  instances 
and  the  Army  is  faced  with  the  problem  of  filling 
huge  numbers  of  empty  spaces.  In  such  a situation 
space  management  is  nowhere  near  as  important  as  face 
management  - space  authorizations  are  not  the  driving 
factor.  Far  more  important  is  what  is  on  hand  and 
what  is  realistically  attainable  relative  to  what  is 
required.  In  a case  where  a commander  is  authorized 
a certain  number  of  spaces  to  perform  a wartime  critical 
function  but  finds  he  needs  more  to  get  the  job  done, 
the  goal  would  be  to  get  him  as  many  faces  as  possible, 
and  the  original  space  authorization  becomes  meaning- 
1 ess . 

b.  Strength  on  hand  and  the  ability  to  fill  empty  spaces 
becomes  critically  important  in  time  of  war.  What 
is  needed  is  a complete  manpower/personnel  reporting 
system  linking  military,  civilian  and  reserve  man- 
power requirements  with  actual  numbers  of  individuals 
(by  grade  etc.)  that  are  available.  Such  a system 
demands  close  cooperation  between  DCSOPS,  DCSPER, 
MILPERCEN,  TAG,  CNGB,  CAR,  RCPAC  (for  IRR),  and 
Major  Commands  if  it  is  to  be  viable  and  responsive. 
Historical  accounts  of  previous  emergencies  point  to 
case  after  case  of  manpower/personnel  difficulties  l.t 
the  early  stages  because  of  a failure  to  anticipate 
fully  manpower  and  personnel  Impacts  and  design 
management  systems  with  a war/emergency  focus.  Rapid 
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identification  and  call-up  of  individuals  with  key 
skills  is  an  example  of  a recurring  problem  that 
could  be  alleviated  with  proper  planning  - and  the 
lack  of  manpower  skills  can  create  other  difficulties. 
An  excerpt  from  accounts  of  the  logistics  situation 
during  the  early  stages  of  the  Korean  conflict 
illustrates  the  essentiality  of  certain  types  of 
skills  in  the  logistics  area: 

"Adding  to  the  difficulty  of  the 
logistic  situation  was  the  unusual  de- 
pendence upon  indigenous  personnel  which 
had  developed  within  the  U.S.  Army  in  Japan 
during  the  years  following  World  War  II. 

Basically,  this  dependence  stemmed  from 
the  acute  shortages  of  trained  American 
soldiers  to  perform  specialized  functions 
of  the  type  normally  carried  out  by  serv- 
ice units.  In  the  absence  of  sufficient 
service  units  and  with  emphasis  trans- 
ferred to  a great  extent  from  field-type 
operations,  the  natural  result  had  been  to 
exploit  the  enormous  pool  of  manpower 
available  in  Japan.  Japanese  workmen 
carried  out  duties  in  support  of  U.S. 

Army  units  and  in  installations  ranging 
from  menial  mess-hall  tasks  to  highly 
technical  functions  calling  for  advanced 
training  and  great  skill.  Base  areas, 
depots,  and  ports  were  manned  by  Japanese 
personnel  under  Army  supervision,  while 
protection  of  these  installations,  as  well 
as  other  less  sensitive  areas 
throughout  Japan,  was  largely  delegated 
to  Japanese  guards . " 1 

Do  current  mobilization  plans  recognize  this  problem? 
They  do  - but  the  problem  is  the  lack  of  a manpower/ 
personnel  system  interface  which  can  help  solve  it. 
(Manpower  managers  Identify  the  requirements  - 
personnel  managers  fill  them.) 

c.  In  war;  constraints  other  than  those  that  are  peace- 
time related  (ES  etc.)  become  important.  Available 
skills  relative  to  available  equipment  (radar  tech-. 
nicians  to  radars  etc.),  the  level  of  expertise  of 
those  in  the  reserves,  (how  much  training  has  an 
individual  been  receiving  etc.)  are  examples  of  such 


1.  Schnabel,  James  F.,  US  Army  in  the  Korean  War  - Policy  and  Direction: 

The  First  Year.  Washington,  D.C.:  US  Gov't  Printing  Office,  1972,  p.  58. 
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constraints.  An  obvious  real  life  constraint  which 
can  exacerbate  the  manpower/personnel  problem 
is  the  available  tranportation  for  moving  the  troops. 
Vast  quantities  of  manpower  are  useless  if  they  can't 
be  moved  to  desired  locations.  The  following  quote 
describing  a WWII  experience  sheds  light  on  this 
subject : 

"The  advent  of  war  and  the  need  of 
conducting  operations  on  the  far  side  of 
oceans  brought  to  light  a paradox  by  no 
means  new  in  military  history,  namely 
that  armies  may  be  immobilized  by  their 
own  means  of  transportation.  The  quantity 
of  motor  vehicles  provided  for  combat  units 
in  prewar  planning,  mainly  with  an  eye  to 
mobility  under  field  conditions  in  the 
United  States , greatly  added  to  the 
requirements  of  units  for  ship  space  and 
hence  reduced  the  number  of  units  that  could 
be  sent  overseas.  The  more  vehicles  were 
used  overseas  the  more  ship  space  was 
required  for  fuel,  lubricants,  spare  parts, 
replacement  vehicles,  drivers,  and  repair 
crews,  and  the  less  was  available  for 
combat  personnel,  weapons,  and  ammunition. "2 

To  avoid  difficulties  such  as  this,  manpower/ 
personnel  mobilization  planning  with  full  consideration 
of  requirements  in  other  functional  areas  is  essential. 

d.  The  solution  to  wartime  manpower/personnel  problems 
lies  in  linking  the  two  management  systems  and  in 
clearly  fixing  responsibility  for  manpower  and 
personnel  in  one  staff  agency.  Only  then  can  effective 
mobilization  planning  in  these  key  areas  take  place. 
What  is  the  logical  staff  agency  to  do  this  type  of 
planning?  Is  it  ODCSOPS  with  a force  structure 
orientation,  OCA  with  a dollar  orientation  or  ODCSPER 
with  a personnel  orientation?  Under  the  OCA  option 
manpower/personnel  contingency  planning  would  be  most 
difficult  and  the  last  thing  the  DCSOPS  needs  in 
wartime  is  manpower  management.  Directing  operations, 
(including  those  involving  mobilization),  would  create 


2.  -Greenfield,  Palmer  and  Wiley,  US  Army  in  WWII  - The  Army  Ground  Forces, 
The  Organization  of  Ground  Combat  Troops,  Washington,  D.C.:  US  Gov't 
Printing  Office,  1947,  p.  281. 
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2.  FINDING 


DISCUSSION: 


a tremendous  workload  in  ODCSOPS.  To  operate  In 
that  environment  the  DC SOPS  does  not  need  manpower 
allocation  systems  yet  the  DCSPER  needs  every  bit 
of  manpower/personnel  information  he  can  find.  A 
case  In  point  - Is  it  reasonable  to  assume  that  only 
60%  of  available  reserves  will  show  up  If  called? 

If  so  then  there  needs  to  be  manpower/personnel  con- 
tingency planning  now  to  preclude  a disastrous  situ- 
ation (for  example  should  RC  space  authorizations  be 
more  in  line  with  "show"  probabilities?)  In  wartime 
the  manpower  function,  as  we  know  it  today,  would 
transition  to  ODCSPER  anyway  - why  not  place  it 
there  now? 

Emphasize  face/space  management  on  the  DA  Staff  by 
consolidating  manpower  In  DCSPER  and  tie  manpower 
reports  to  personnel  reports.  (See  chapter  V for 
additional  detailed  manpower  recommendations.) 

The  split  of  Individual  and  collective  training 
on  the  DA  Staff  degrades  the  ability  of  the  staff  to 
respond  to  a war/ emergency  situation  where  large 
numbers  of  individuals  must  be  made  combat  ready 
in  a very  short  time  - and  with  limited  resources 
(resource  in  the  broadest  context  - fuel,  equipment 
etc) . 

a.  Training  is  the  Army's  most  Important  peacetime 

mission,  but  the  Army  could  be  in  serious  difficulty 
if  the  need  arose  to  train  vast  numbers  of 
individuals  in  a very  short  time.  In  such  a 
situation,  success  would  depend  on  the  existence  of 
total  training  mobilization  plans  which  relate  the 
requirements  for  training  of  individuals  and  of 
units.  Recent  challenges  to  the  size  of  the  Army 
training  base  demand  that  the  Army  present  a clearer 
case  with  respect  to  Total  Army  training  - a case 
which  can  be  clearly  related  to  Army  wartime  needs. 

An  example  of  such  a need  is  adequate  real  estate. 

Many  bases  (like  Ft.  Jackson)  are  not  large  enough 
to  bring  divisional  size  units  to  wartime  readiness. 
Throughout  the  country,  civilian  construction  is 
rapidly  closing  in  on  the  edges  of  potential  training 
sites  thus  constraining  the  capability  to  conduct 
large  scale  training.  In  future  wars  such  constraints 
would  be  far  more  critical  than  in  previous  conflicts 
because  training  with  modern  weapons  systems  requires 
considerable  space.  The  Army  has  difficulty  right 
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now  finding  space  to  train  on  such  systems  as 
DRAGON,  TOW  etc.  Given  a massive  mobilization 
scenario  hov  would  such  training  be  conducted? 
Simulators  could  help  - if  the  Army  had  them.  But 
plans  and  programs  for  such  devices  are  not  at  all 
complete. 

b.  What  level  of  individual  and  unit  training  is  the 
Army  willing  to  accept?  How  proficient  does  a 
tank  driver  really  have  to  be?  What  does  it  take 
to  prepare  a man  to  be  an  effective  2nd  Lt  in  the 
next  war?  How  much  training  does  a man  really  need 
before  joining  his  unit?  Finding  answers  to  these 
questions  is  most  difficult  when  there  is  no  one 
in  charge  of  Total  Army  Military  training.  But  the 
answers  are  essential  to  improve  wartime  readiness 
through  training.  In  today's  complex  technological 
environment  soldiers  must  be  trained  better  then 
they  ever  were  before  - but  trained  in  the  essentials, 
not  the  "nice  to  have".  If  faced  again  with  the 
disastrous  situation  with  respect  to  training  that 
the  Army  faced  in  the  early  stages  of  the  Korean 
conflict,  a much  improved  response  is  essential. 

If  the  training  base  is  sharply  reduced,  the  Army 
could  be  heading  towards  the  same  situation  that 
existed  prior  to  Korea.  The  following  quote  says 
it  all: 

"Training  programs  were  hampered  by 
lack  of  funds,  and  this,  together  with  the 
absence  of  a sense  of  urgency,  detracted 
from  the  combat  readiness  of  Army  forces  in 
being  in  1950.  Until  1949  basic  training 
lasted  only  eight  weeks,  and  graduates 
sent  overseas  usually  had  to  undergo  further 
basic  training  before  they  could  be  assigned 
to  units.  The  Army  put  in  a 14-week  training 
cycle  in  March  1949  and,  although  this  cycle 
did  not  provide  for  branch  training  (i.e., 
artillery,  engineers),  it  included  a suffi- 
cient amount  of  basic  subject  material  to 
give  an  adequate  foundation  on  which  to 
build  individual  and  unit  training.  This 
came  rather  late  for  the  Korean  War. "3 

Is  the  Army  in  danger  of  returning  to  this  situation 
as  a result  of  training  base  reductions? 


Schnable,  James  F.,  US  Army  in  the  Korean  War  - Policy  and  Direction: 

The  First  Year.  Washington,  D.C.:  US  Gov't  Printing  Office,  1972,  p.45. 
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RECOMMENDATION: 


3.  FINDING: 


DISCUSSION: 


c.  The  Army  clearly  needs  a comprehensive  and  salable 
training  plan  that  ties  together  all  aspects  of 
unit  and  individual  training  and  which  considers 
fully  state-of-the-art  technology  in  such  areas  as 
simulators  and  training  methods.  Such  a plan  is 
next  to  impossible  without  central  direction 

from  the  Army  Staff.  Balance  between  what  is 
accomplished  in  the  training  base  and  that  which 
is  done  in  units  needs  to  be  created  in  such  a way 
that  wartime  transition  can  be  accomplished  rapidly. 

Too  much  individual  training  in  units  is  obviously  not 
desirable  in  that  the  unit  is  then  in  a poor  posture 
to  transition  to  its  war  time  role.  On  the  other 
hand  the  Army  cannot  afford  not  to  develop  imaginative 
ways  to  conduct  more  individual  training  outside  the 
training  base  since  the  size  of  that  base  is  clearly 
in  jeopardy.  For  both  peacetime  economy  and  war/ 
emergency  effectiveness,  the  Army  must  be  able  to 
make  training  trade-offs  between  and  among  individual/ 
unit,  active/reserve,  CONUS/overseas,  equipment/devices, 
immediate/long  term,  all  as  they  relate  to  the  cost 
and  capability  to  provide  combat  readiness. 

d.  If  military  training  is  consolidated  in  ODCSOPS  there 
would  be  a natural  tie  between  individual  and  unit 
training.  Training  policy  would  be  established  by 
the  same  agency  responsible  for  total  Army  readiness 
and  for  wartime  requirements  - and  military  training 
must  be  linked  to  these  two  functions.  The  agency 
which  should  pull  together  military  training  if  it  is 
to  have  a wartime  focus,  is  clearly  ODCSOPS. 

Consolidate  individual  and  collective  training  and 
charge  the  DCSOPS  with  responsibility  for  military 
training  management.  (See  chapter  VIII  for  details 
of  training  recommendation.) 

There  is  need  on  the  DA  Staff  for  comprehensive 
resource  contingency  planning  and  resource  review 
with  a war/emergency  focus. 

a.  Given  the  current  environment  of  constrained  resources, 
the  Army  cannot  afford  to  use  these  resources  for 
programs  which  do  not,  in  some  way,  improve  our 
posture  for  war.  Examples  of  such  programs  can  be  _ 
found  among  the  management  information  systems  which 
have  proliferated  throughout  the  Army.  Recent 
sessions  conducted  by  DAA  in  "Go  To  War"  MIS  task 
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development  highlight  this  fact.  The  Resource 
Management  Review  function,  (Chapter  VII),  Is  believed 
the  key  to  improving  our  ability  to  perform  resource 
contingency  planning  and  review  programs  and  budgets 
with  war  posture  constantly  in  mind.  Army  priorities, 
goals,  affordability,  and  their  tie  to  war  readiness 
must  all  be  considered  when  reviewing  resource  proposals. 

b.  One  Army  Staff  agency  with  responsibility  for 

Programing,  Budgeting  and  Resource  Management  Review 
could  provide  the  continuity  and  breadth  of  focus 
needed  to  ensure  that  resource  management  planning  and 
review  (plans  to  execution)  is  accomplished  with  a 
war  readiness  orientation.  Anticipation  of  resource 
limitations  and  constraints  is  a clear  example  of  the 
kind  of  planning  that  is  needed.  Examples  of  such 
resource  constraints  might  be  restrictions  on  who  could 
be  called  to  active  duty  and  priorities  for  limited 
rail  transportation.  Ten  years  from  now  the  Defense 
Department  could  be  in  competition  with  the  Department 
of  Energy  for  manpower  (coal  miners  exempt  from  draft) 
and  allocations  for  rail  cars.  Limitations  on 
specific  materiel  resources  were  a very  real  constraint 
in  the  early  stages  of  WWII  as  evidenced  from  the 
following  excerpt  from  historical  records: 

"The  rearmament  program  of  1940  hardly 
was  under  way  before  strains  began  to  appear  in 
the  American  economy,  ill  prepared  as  it  was 
for  the  support  of  war.  Where  only  a few 
years  before  the  market  had  been  glutted  with 
products  of  all  kinds,  now  serious  shortages 
quickly  began  to  develop  in  cotton,  flannel 
and  linen  cloth;  cotton  duck  and  webbing; 
aluminum  and  various  alloy  steels.  With 
additional  military  orders,  other  shortages 
at  all  levels  of  production  appeared.  Most 
serious  of  all  was  the  shortage  of  machine 
tools,  the  root  cause  of  many  of  the  other 
shortages  along  the  line...  Hesitantly  at 
first,  the  government  went  through  essentially 
the  same  (mobilization)  steps,  repeating  most 
of  the  same  errors,  and  with  about  the  same 
results  as  had  been  the  case  in  the  industrial  . 
mobilization  for  WWI."  4 

Has  the  Army  clearly  identified  those  resources  that 
may  create  similar  constraints  in  the  future? 


Huston,  James  A. , Army  Historical  Series  - The  Sinews  of  War:  Army 
Logistics  - 1775-1953.  Washington,  D.C.:  US  Gov't  Printing  Office, 
1966,  p.  457.  XV-8 


RECOMMENDATION: 


4 . FINDING: 


DISCUSSION: 


Organize  a single  DA  Staff  agency  with  responsibility 
for  Programing,  Budgeting  and  Resource  Management 
Review  (C&POA) . (See  chapter  VII.) 

The  current  "committee  system"  for  decision  making 
would  not  be  sufficiently  responsive  in  time  of 
war  or  emergency . 

a.  In  recent  years  the  Army  has  come  to  rely  on  an 
extensive  system  of  committees  for  formulating 
solutions  to  difficult  problems  and  for  making 
decisions.  The  level  of  complexity  associated  with 
many  of  todays  issues  may  very  well  necessitate 
the  use  of  committees  - but  there  is  a danger 
associated  with  such  a system.  In  time  of  war, 
reaction  time  is  critical  but  lengthy  committee 
meetings  could  cut  into  this  time  and  keep  top 
level  managers  from  urgent  duties.  The  likelihood 
of  committee  use  decreasing  in  time  of  war  may  be 
directly  related  to  the  level  of  dependence  on  this 
type  of  decision  making  system  in  peace  time.  If 
the  Army  Staff  becomes  accustomed  to  more  and  more 
use  of  conmittees,  will  wartime  reaction  be  affected? 
Is  the  current  committee  system  a good  management 
training  environment  for  future  decision  makers 
(the  MAJ’s  and  LTC's  on  the  Army  Staff)?  Complex 
issues  requiring  some  sort  of  committee  work  will 
always  be  around  so  future  dec is ion* makers  must  know 
how  to  use  committees  effectively.  But  they  must  also 
be  trained  to  rely  on  functional  managers  and  to 
recognize  when  decisions  on  issues  can  be  (and 
probably  must  be)  made  without  the  use  of  committees. 
To  improve  responsiveness  in  decision  making  on  the 
Army  Staff,  functional  managers  must  have  greater 
responsibility  and  the  DAS  must  assume  an  increased 
role  in  the  decision  making  process.  These  changes 
would  help  to  create  the  streamlined  decision  making 
environment  needed  in  time  of  war. 

b.  The  fixing  of  clear  functional  responsibility  and 
holding  functional  managers  responsible  for  their 
actions  are  important  ingredients  for  responsive 
decision  making.  Yet  this  clear  responsibility  does 
not  exist  in  many  functional  areas  notably  manpower, 
training  and  Base  Operations.  All  of  these  could 
easily  become  the  focus  of  critical  resource 
management  problems  in  the  event  of  war  or  emergency. 
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RECOMMENDATION: 


5.  FINDING: 


DISCUSSION: 


c.  The  role  of  the  DAS  in  a war/emergency  situation 

becomes  critical  because  of  the  need  to  pull  together 
numerous  functional  requirements.  It  should  be  the 
DAS  who  decides  how  a decision  will  be  made  on  an 
Issue  «-  specifically  whether  committee  work  is 
needed  or  whether  it  can  be  made  without  one. 

In  chapter  XIV  this  decision  making  procedure  was 
explained  - the  intent  here  is  to  emphasize  how 
Important  it  would  be  in  a fast  moving  crisis 
environment.  In  a war  or  emergency  there  is  little 
time  available,  certainly  not  enough  to  conduct 
lengthy  meetings  which  tie  up  key  functional  managers. 

Reduce  the  use  of  committees,  clearly  define  the  role 
of  the  DAS  in  decision  making  and  fix  responsibility 
for  Manpower,  Training,  BASOPS  and  Resource  Management 
Review  (RMR) . (See  chapter  XIV) . 

The  lack  of  a clear  policy  for  Army-wide  resource 
management  results  in  inefficiency  and  waste  that 
would  lead  to  serious  difficulties  in  a war/emergency 
situation. 

a.  There  are  numerous  examples  of  waste  and  inefficiency 
in  the  use  of  resources  throughout  the  Army.  Most 
stem  from  the  fact  that  managers  often  do  not  fully 
appreciate  the  constraints  under  which  the  Army 

must  operate  or  that  the  supply  of  some  resources 
could  simply  run  out.  The  time  to  develop  an  appre- 
ciation for  efficiency  in  the  use  of  resources  is 
before  - not  during  - a war  or  emergency.  Two  cases 
in  point  follow. 

b.  Recent  investigations  surrounding  property  account- 
ability throughout  the  Army  produced  widespread 
evidence  that  many  units  were  not  adequately  con- 
trolling supplies  and  equipment  - and  to  a unit  these 
are  the  "resources"  which  are  most  important . Re- 
placement of  identified  losses  required  the  use  of 
funds  which  otherwise  would  have  been  available 

for  other  purposes.  The  message  here  is  two  fold. 

Not  only  is  a unit  with  shortages  unable  to  respond 
rapidly  in  time  of  war  but  that  same  unit  causes  a 
drain  on  resources  that  would  be  needed  to  add  combat 
capability  to  other  units.  The  resource  management 
policy  outlined  in  chapter  X describes  the  need  to 
strengthen  resource  management  for  all  resources  - 
Including  supplies  and  equipment  in  active  and 
reserve  units. 
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c.  During  a briefing  on  current  training  techniques 

a briefing  officer  mentioned  proudly  that  his  tank 
driver  training  course  was  so  tough  that  several 
torsion  bars  had  been  broken  - the  torsion  bar  loss 
was  apparently  an  Indicator  of  the  excellence  of  the 
training.  Where  was  the  concern  regarding  replacement 
of  this  essential  repair  part  - concern  for  resources? 
It  makes  no  sense  to  condone  the  destruction  of 
equipment  in  an  environment  of  scarce  resources. 

There  are  other  examples  which  could  be  used  to  make 
the  point  that  concern  for  resources  is  everyone's 
responsibility  and  that  this  awareness  is  clearly 
related  to  war/emergency  readiness.  The  RM  policy 
is  the  first  step  in  creating  this  awareness. 

d.  The  Army  Resource  Management  Advisory  and  Assessment 
Program  described  in  chapter  XI,  could  be  used  to 
ensure  Army  Policies  regarding  resource  management 
were  being  followed.  An  example  of  ARMAAP  use 
would  be  a world-wide  assessment  of  what  difficulties 
a fuel  shortage  would  create.  Such  an  assessment 
would  provide  the  information  which  the  resource 
management  reviewer  could  use  to  ensure  that 
contingency  planning  in  that  particular  resource 
area  (fuel  is  clearly  needed  in  war)  occurred. 


RECOMMENDATION:  Task  the  comptroller  to  develop  an  Army-wide 

RM  Policy.  (Chapter  X is  a strawman  of  this  policy.) 

6 . FINDING : Management  Information  Systems  for  supporting  many 

functions  on  the  DA  Staff  (personnel,  supply,  etc.) 
are  not  designed  for  use  during  war  time. 

DISCUSSION:  a.  Recent  sessions  Initiated  by  DAA  on  "Go  To  War" 

Management  Information  Systems  (MIS)  task  development 
resulted  in  the  identification  of  systems  that  had 
little  or  no  use  in  war.  The  sessions  also 
identified  short  falls  in  management  information  that 
would  be  essential  in  war  time.  Examples  are  SAILS 
(identified  as  a system  which  was  acceptable  for 
supporting  a peace  time  corps  but  incapable  of 
supporting  the  larger  war  time  corps)  and  the  lack 
of  Reserve  Component  ADPE  needed  to  process  SIDPERS 
upon  mobilization.  There  are  other  examples  which 
can  be  used  to  emphasize  the  point  that  before  a 
management  system  is  adopted,  its  adaptability  to 
wartime  should  be  clearly  stated.  Others  can  be 
used  to  emphasize  the  requirement  to  identify  now 
the  systems  that  are  needed  to  transition  to  a 
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wartime  posture.  SIDPERS  resulted  in  the  elimination 
of  the  old  "morning  report".  Question  r Whet  happens 
if  SIDPERS  becomes  bogged  down  as  a result  of 
tremendous  increases  In  personnel  data  upon  mobili- 
zation? In  this  specific  case,  action  Is  being 
taken  to  identify  the  wartime  data  needed  to  preclude 
such  a crisis.  How  many  systems  require  such  fixing? 

b.  The  recent  decision  to  link  communications  and 

automation  (ACSAC  decision)  is  a step  towards  improving 
the  ability  of  the  Army  Staff  to  transition  to  a 
wartime  posture.  With  this  organizational  improvement 
and  the  procedural  improvements  resulting  from  RMR 
and  the  RM  policy,  wartime  needs  in  the  management 
information  area  should  be  easier  to  identify. 

RECOMMENDATION:  Develop  an  RMR  capability  and  an  RM  Policy  which 

ensure  the  wartime  focus  of  programs  including 
Management  Information  System  proposals. 

Summary  of  Major  Recommendations  and  Their  Impact  on  War  Readiness 

The  following  table  provides  a concise  summary  of  those  RMSG 
recommendations  which  will  improve  the  ability  of  the  Army  Staff  to 
transition  to  a war/emergency  posture: 
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XVI.  Associated  Actions  and  Issues 


INTRODUCTION 

1.  Chapters  V through  XV  to  this  report  address  existing  problems 
with  respect  to  specific  functional  areas  and  provide  recommended  solutions. 
The  study  group  fully  recognized  that  there  are  other  areas  which  affect 
those  findings,  not  the  least  of  which  is  the  required  interface  between 
the  DA  Staff,  field  commands  and  the  Army  Secretariat,  OSD,  QMB,  and  the 
Congress. 


2.  This  chapter  addresses  key  Issues  identified  during  the  course  of 
the  study  which  impact  on  many  of  the  recommendations  outlined  within  this 
report.  Although  many  are  dealt  with  simply  through  observations,  and  in 
some  case  must  be  the  subject  of  further  study  by  functional  Staff  managers, 
nevertheless,  they  represent  areas  that  will  affect  successful  implementation 
of  study  recommendations. 

Section  A.  Automated  Data  Processing  Support 


BACKGROUND 


Recent  efforts  to  enhance  the  flow  of  information  from  diverse  auto- 
mated systems  and  data  bases  to  support  Army  resource  decisionmakers, 
particularly  in  the  area  of  manpower  management,  by  the  PROBE  Steering 
Committee  and  by  General  Research  Corporation  studies,  have  resulted  in 
varying  degrees  of  success.  While  the  Force  Development  Integrated 
Management  Systems  (F0RDH1S) , which  integrates  four  current  manpower 
related  systems,  is  now  well  underway,  the  multiplicity  of  Bystems  and 
data  bases  required  for  an  Army  PPBS  data  base  cause  the  PROBE  effort  to 
lag  behind. 

OBSERVATIONS 


1.  ADP  systems  which  currently  support  manpower  management  are 
managed  by  Staff  agencies  which  are  forced  into  a minutiae  level 
operator  role  versus  that  of  an  Army  policy-maker.  Incorporation  of  all 
manpower  related  Information  systems  in  a single  Staff  Support  Agency  (SSA), 
charged  to  support  the  manpower  manager  as  well  as  other  agencies,  would 
remove  much  of  the  complex  detail  from  the  Staff  and  contribute  to  a 

broad  management  focus  by  the  manpower  manager. 

2.  There  Is  an  immediate  need  to  improve  the  manpower  reporting 
system.  Data  is  reported  in  manpower  utilization  reports  to  DCSOPS, 
numerous  personnel  reports  to  DCSPER  and  MILPERCEN,  updates  to  the  COA 
managed  Civilian  Budgeting  System  (CBS) , and  as  part  of  periodic  USAFAC 
reports,  to  include  JUMPS.  There  is  possible  duplication  between  many  of 
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PUR 


those  separately  managed  systems/report  mechanisms, 
improving  the  data  flow  to  assist  management  should 
of  what  report  data  is  required  and  in  what  form  it 
Crosswalk  between  reports  appears  necessary^  not  an 
reports. 


A first  step  in 
include  determination 
is  currently  available, 
expansion  of  required 


3.  Transfer  of  manpower  management  responsibility  to  DCSPER,  with 
DCSOPS  retention  of  force  structure  management  and  COA  management  of 
CBS,  requires  continued  close  coordination  between  those  agencies  as  a 
result  of  the  close  interface  between  FORDIMS  sub-systems  which  support 
agency  management  responsibilities,  particularly  during  allocation  and 
documentation.  Changes  reflected  in  those  sub-systems  to  force  levels, 
manpower  levels,  or  manpower  related  funding  affect  one  another,  during 
each  phase  of  the  PPBS  process,  forcing  a close  inter-agency  link. 

4.  Initial  FORDIMS  implementation  plans  do  not  incorporate  Army-wide 
civilian  and  military  manpower  utilization  data  within  what  is  purported 
to  be  an  integrated  management  system. 

5.  PROBE  Interface  Study  recommendations  that  an  Army  PPBS  data  base 
be  developed  and  a data  base  administrator  be  designated  are  critical 

to  the  conduct  of  effective.  Integrated  DA  Staff  resource  management. 

DISCUSSION 


1.  Integration  of  manpower  utilization  data  within  FORDIMS  subsys- 
tems is  required  if  manpower  decisions  are  to  be  made  on  a basis  of 
requirements.  The  existing  implementation  plan  does  not  provide  an 
Immediate  capability  for  consideration  of  face  and  space  impacts  prior 

to  decisionmaking.  Actual  manpower  utilization  data  should  be  Introduced 
within  FORDIMS  subsystems  as  rapidly  as  practicable.  Failure  to  do  so 
continues  manpower  management  largely  on  a basis  of  spaces  available  for 
allocation. 

2.  The  PROBE  Interface  Study  found  that  data  base  redundancy  and 
systems  proliferation  have  adversely  impacted  upon  resource  management 
in  the  PPBS.  An  Integrated  PPBS  resource  data  base  would  be  supportive 
of  reducing  data  redundancies  and  provide  a start  point  for  development 

of  procedural  innovations  leading  to  automated  multi-resource  audit  trails. 
Initial  steps  are  underway  to  develop  an  Integrated  data  base.  However, 
with  the  exception  of  FORDIMS  subsystems , now  being  driven  to  completion 
by  ODCSOPS,  little  coordinated  Staff  emphasis  toward  integration  of  sys- 
tems under  PROBE  is  evident . Director  of  Army  Automation  should  take  the 
lead  in  development  of  the  Integrated  PPBS  resource  data  base. 

3.  Manpower  accounting  and  documentation  activities,  although  impor- 
tant tools  of  the  manpower  manager,  do  not  require  colocation  within  the 
manpower  function.  Management  of  manpower  related  FORDIMS  systems  by  a 
Staff  Support  Agency  (SSA)  reporting  to  the  Director  of  Manpower  in 
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ODCSPER  which  would  provide  resource  data  to  key  resource  managers f linked 
by  cathode  ray  tube  (CRT)  hardware  as  part  of  an  overall  PROBE  system, 
appears  worthy  of  continued  study  for  integration  within  the  total  man- 
power management  function.  While  primary  users  of  the  systems  may  be 
command  and  program  analysts  within  many  Staff  agencies,  development  and 
operation  of  these  critical  data  bases  are  logical  functions  of  a man- 
power SSA. 

4.  Although  many  single-purpose  data  systems  result  in  reports  from 
field  commands,  the  usefulness  of  reported  data  for  the  management  require- 
ments of  more  than  a single  function  is  often  suspect.  An  example  is  the 
manpower  utilization  report,  CSGPO  78,  managed  by  ODCSOPS,  which  though 
useful  in  determining  actual  manpower  space/dollar  utilization  at  Army 
Management  Structure  (AMSCO)  level  of  detail  for  comparison  with  alloca- 
tion, and  to  develop  civilian  cost  data  for  the  budget,  is  not  formatted 

to  support  the  quarterly  Manpower  Status  Report  to  Congress.  ODCSPER 
managed  civilian  personnel  utilization  reports  (which  also  do  not  reflect 
the  required  categories)  must  be  used  with  the  CSGPO  78  to  provide  the 
data  for  manual  preparation  of  the  quarterly  report . A critical  look 
towards  improving  the  data  requested  from  field  commands  to  reduce  the 
proliferation  of  many  single  purpose  reports  appears  necessary  in  all 
functional  areas. 

5.  Force  structure  and  manpower  related  automated  systems,  now 
Integrated  in  a single  ODCSOPS  directorate  as  key  tools  of  the  "structure/ 
space"  management  process,  must  be  given  special  emphasis  during 
implementation  actions  transferring  manpower  management  responsibility  to 
ODCSPER.  Transfer  of  FORDIMS  sub-system  responsibility  to  ODCSPER  must 
ensure  retention  of  close  links  with  force  structure  management  (FAS  and 
TAADS)  in  ODCSOPS  and  civilian  budgeting  (CBS)  responsibilities  of  OCA. 


Section  B.  Quality  of  Directives  and  Regulations 


PROBLEM 

Army  Regulations,  Chief  of  Staff  Regulations  and  DA  policy  documents 
lack  definitive  terminology  that  ensures  a clear  understanding  of  policies, 
procedures  and  responsibilities  and  do  not  assign  specific  statt  responsi- 
bility to  a single  agency. 

DISCUSSION 

1.  The  study  group  in  its  early  deliberations  determined 

that  an  editorial  review  process  was  necessary  at  HQDA  to  ensure  that 
DA  publications  would  be  written  in  clear  language,  easily  readable 
and  understandable,  and  do  not  assign  similar  responsibilities  to  different 
Staff  agencies.  During  the  course  of  the  study  CSM  77-310-64  was 
published  which  charged  the  Adjutant  General  with  establishing  a mandatory 
editing  source.  However,  while  this  will  provide  for  improvements  in 
readability,  the  CSM  does  not  provide  for  a check  of  substance  and 
a mechanism  to  ensure  that  complementary  regulations  and  policy  documents 
do  not  have  conflicting  statements  of  policy  and  responsibility. 

2.  The  lack  of  appropriate  uniform  terminology  is  a factor 
common  to  all  functional  areas  of  responsibility.  Directives, 
regulations  and  other  documents  address  Missions,  Tasks,  Projects, 
Functions,  Objectives,  Management  Programs,  and  Resources  in 
imprecise  language.  A reader  frequently  is  left  in  doubt  as  to  the 
authors  exact  Interpretation  and  scope  of  terms  in  use.  Documents 

at  times  include  a clue  by  parenthetical  or  other  expression.  The  term 
"resources"  is  an  example  in  point.  AR  310-25,  Dictionary  of  United 
States  Army  Terms,  and  the  Joint  Chiefs  of  Staff  Publication  1, 

Dictionary  of  Military  and  Associated  Terms,  do  not  provide  a 
definition  for  the  term  "resources".  The  general  term  "resources" 
is  used  frequently,  as  a subject,  when  only  a single  or  at  best  two 
specific  resources  are  under  discussion.  The  extent  of  coverage 
included  in  the  term  can  be  deduced  only  by  a careful  analysis  of 
a document's  contents.  The  following  are  examples  of  the  intended 
definition  of  resources  in  key  documents: 

(1)  DOD  Dir.  7000.1  - men,  materiel,  services,  money. 

(2)  CSR  11-9  - funds,  manpower  space,  equipment. 

(3)  DA  Pam  37-5  - men,  money,  materiel. 

(4)  Training  Cir.  21t-5t-1  - human,  physical,  financial  and  time. 

(5)  CSM  77-5-36  - manpower  and  dollars. 
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(6)  CSR  11-1  - defines  resource  balance  as  "overall 
balance  between  personnel  and  equipment  assets." 

(7)  AR  5-1  — Including  time. 

3.  Some  examples  of  Inadequacies  of  directives  and  regulations 
reviewed  by  the  study  group  Include: 

a.  CSR  11-1  and  AR  10-5  designates  DCSPER  as  being 
responsible  for  plans,  policies  and  programs  for  manpower  management 
and  authorizations.  However  AR  570-4  and  CSR  10-5  designates 
DCSOPS  as  being  responsible  for  plans,  coordination,  formulation, 
supervision  and  execution  of  manpower  management  policies  and 
procedures,  and  manpower  authorizations.  A further  complication  is 
introduced  by  CSR  11-3  that  states  Director  of  Operation  and  Maintenance 
Army  (OCA)  will  distribute  civilian  manpower  by  category  spaces. 

b.  CSR  11-3,  CSR  11-8,  AR  10-5  and  AR  570-4  are  indistinct 
in  areas  distributing  civilian  manpower,  maintaining  manpower  files, 
and  coordinating  the  distribution  of  civilian  manpower  with 
Appropriation  Directors  and  Program  Directors.  Staffing  compromises 
which  result  in  generalization  in  regulations  and  policy  documents, 
subject  to  varying  interpretations,  cause  ineffective  documents  which 
must  be  altered  in  practice  for  the  management  process  to  function. 

While  the  DCSOPS  is  clearly  tasked  with  allocation  of  civilian  ES  and 
manyears,  in  practice  this  cannot  occur  without  manyear  coordination/ 
approval  of  the  OMA  appropriation  director,  who  must  ensure  allocation 
of  adequate  supporting  personnel  related  funding. 

c.  Responsibility  for  key  functions  is  not  clearly  outlined 
in  either  AR  10-5  or  CSR  10-5.  An  example  is  responsibility  for 
development  of  Program  and  Budget  Guidance  to  field  commands/agencies. 
While  the  Comptroller  is  charged  with  compiling  and  disseminating  this 
guidance,  OCSA  (PA&E)  is  charged  with  program  development  activities. 

No  clear  responsibility  is  assigned  to  a single  agency  for  development 
of  integrated  resource  guidance. 

d.  AR  570-4  states  that  "Contracts  for  personal  services 
are  prohibited  by  law"  and  then  states  that  "Detailed  regulations 
and  procedures  for  obtaining  personal  services  by  contract  are 

set  forth  in  applicable  procurement  regulations  and  AR  235-5".  AR  235-5 
does  not  address  procurement  of  personal  services. 

e.  AR  10-20  refers  to  Director  of  Civilian  Personnel  but 
does  not  provide  a staff  location  - AR  10-5  and  CSR  10-21  locate  the 
Director  of  Personnel  in  DCSPER  and  states  that  he  performs  under  super- 
vision of  CSA  and  reports  to  DCSPER. 
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£.  AR  235-5  provides  separate  definitions  for  the  terms 
"function"  and  "activity".  However  in  the  text  of  the  AR  the  terms 
"function"  and  "activity"  are  used  interchangeably.  While  this 
inconsistent  usage  of  terms  is  not  particularly  significant  in 
the  subject  regulation,  it  is  an  example  of  poor  terminology  easily 
correctable  by  an  edit  element. 

g.  Review  of  previous  manpower  studies  performed  by  the 
Manpower  Management  Study  Group,  established  under  provisions  of 
CSM  76-5-21,  and  General  Research  Corporation's,  Force  Structure 
and  Manpower  Management  Study  (Contract  MDA  903-76-C-0115)  indicates 
that  the  both  studies  encountered  the  same  or  slmiliar  deficiencies. 

OBSERVATIONS 


1.  A restructure  of  AR  10-5,  and  similar  organizationally  related 
regulations  and  directives,  by  function  as  well  as  by  organization 

would  assist  users  in  fixing  responsibility  and  coordination  requirements. 

2.  Showing  key  coordination  lines,  on  organizational  charts  to  the 
extent  possible,  together  with  prescribing  clearly  the  additional  authority 
and  responsibility  involved  is  desirable. 

3.  A revision  of  the  Army  Dictionary  AR  310-25  would  assist  in 
providing  standard  terminology  if  it  included  the  following  definitions: 

Asset  - an  item  of  value,  to  include  time,  in  possession 
of,  available  to,  or  performed  by  contractual  service,  for  an  agency 
in  support  of  its  mission. 

Resources  - all  manageable  assets,  including  time. 

Mission  - a statement  of  the  main  and  essential  duties/require- 
ments specifically  assigned  in  an  official  capacity. 

Function  - 

1.  An  essential  and  distinct  element  of  a mission. 

2.  A basic  type  of  operation  commonly  required  to  perform 
or  support  major  tasks  and  projects  of  a mission  such  as,  supply,  training, 
research  and  development,  logistics  and  maintenance. 

3.  A clearly  defined  type  of  operation  assigned  to  an 
operating  unit  to  provide  a product  or  service  in  support  of  a program 
or  mission.  It  encompasses  related  subfunctions  which  because  of 
administrative,  fiscal,  managerial,  or  operational  characteristics, 
can  be  identified  and  performed  separately. 


Task  - duty/requirement  imposed,  by  appropriate  authority, 
usually  functional,  more  definitive  in  character  than  the  broad  phraseology 
of  a mission  statement. 

Project  - a definite  planned  undertaking  in  support  of  a 
task,  very  definitive  in  character,  calling  for  constructive  action, 

4.  Approval  authorities  must  ensure  that  Army  Regulations,  Chief  of 
Staff  Regulations,  and  proponent  generated  policy  documents  contain 
definitive  terminology  and  clear  statements  of  authority,  responsibility 
and  procedures  intended. 


Section  C.  Other  Service  Resource  Management  Organizations 
GENERAL 

1.  Early  on,  the  Study  group  recognized  the  importance  of 

understanding  the  resource  management  processes  of  each  of  the  other  l 

Services.  Discussions  were  held  with  Navy  and  Air  Force  key  resource 
managers  in  order  to  grasp  their  management  concepts  and  Staff  interrelation- 
ships. Additionally,  the  findings  and  recommendations  of  recent  Staff 
reorganization  stuides  were  examined  in  detail  from  the  standpoint  that 
similar  problems  and  solutions  might  also  apply  to  the  Army  Staff. 

2.  The  resource  management  organization  of  each  of  the  other  Services 
is  dissimilar  from  each  other  and  both  current  and  proposed  DA  Staff 
organizations.  This  difference  begins  at  Secretariat  level  and  continues 
through  to  the  functions  assigned  Deputy  Chiefs  of  Staff.  Noteworthy 
however,  are  recent  studies  by  both  the  Navy  and  Air  Force  which  recognize 
the  inefficiencies  caused  by  organizational  fragmentation  of  manpower 
functions  and  its  split  from  personnel  management.  The  following  topic 
areas  discuss  the  key  organizational  differences  between  the  Army  and 
other  Services  with  respect  to  resource  management. 

AIR  FORCE 

1.  As  part  of  the  Headquarters,  Air  Force  (HQAF)  reduction  planning 
exercise  the  Air  Force  Chief  of  Staff  directed  that  the  placement  of  the 
manpower  function  be  examined.  Prior  to  that  time  the  manpower  function 
was  performed  by  the  Manpower  and  Organization  Directorate  (DMO)  of  the 
DCS  Programs  and  Resources.  Manpower  management  is  accomplished  by  the 
Air  Force  Management  Engineering  Agency  (AFMEA)  which  reports  directly 

to  the  DMO  as  shown  on  chart  XVI-C-1 . AFMEA  which  has  responsibility  for 
authorizations  (spaces)  works  closely  with  Air  Force  Military  Personnel 
Center  which  is  under  the  OPCON  of  the  AF  DCSPER  and  is  responsible  for 
personnel  (faces). 

2.  The  Air  Force  reorganization  had  two  major  impacts.  First,  the 
Director  Manpower  and  Organization  was  organizationally  placed  within 
the  AF  DCS  Personnel  and  the  DCS  Personnel  was  redesignated  DCS  Manpower 
and  Personnel.  Secondly,  the  Management  Engineering  Agency  and  the 
Military  Personnel  Center  were  combined  as  the  Manpower  and  Personnel 
Center  which  reports  directly  to  the  DCS  Manpower  and  Personnel.  This 
organizational  relationship  is  graphically  depicted  on  chart  XVI-C-2. 

The  primary  features  and  benefits  of  the  Air  Force  organization  for  man- 
power management  are  shown  at  chart  XVI-C-3. 


XVI-C-1 


USA*  MANPOWER  ORGANIZATION  (BEFORE  REORGANIZATION) 


Table  XVI-C-1 


USAF  MANPOWER  ORGANIZATION  ( AFTER  REORGANIZATION) 


- Manpower  management  a distinct  military  career  field. 

- Separate  officer  speciality  covering  WO  thru  0-4 

- Separate  enlisted  speciality  covering  E-4  thru  E-9. 


NAVY 


1.  The  Department  of  the  Navy  has  combined  the  Secretariat  manage- 
ment responsibilities  for  manpower,  reserve  affairs  and  logistics,  similar 
to  that  of  OSD,  within  a single  Assistant  Secretary. 

2.  The  Comptroller  of  the  Navy  is  directly  subordinate  to  the 
Assistant  Secretary  of  the  Navy  (Financial  Management).  However,  the 
Director  of  the  Navy  Budget,  within  the  Office  of  the  Comptroller,  is 
double-hatted  as  the  Director  of  Fiscal  Management  Division  within  a Navy 
Program  Planning  Directorate  (OP-090),  at  CNO  level.  This  organization 
for  financial  management  allows  concurrent  fiscal  management,  analysis 
and  review  at  both  CNO  and  Assistant  Secretary  levels. 

3.  A Study  Group  chaired  by  Vice  Admiral  (Ret.)  Salzer  reported  in 
November  1976  that  changes  to  management  processes  and  organizations  on 
the  Navy  Staff  were  required  to  effectively  integrate  management  of  all 
categories  of  manpower  (active  military,  reserve,  civilian,  contractor) 
with  personnel  and  training  requirements  functions.  The  Study  affirmed 
1976  Congressional  criticisms  regarding  the  organizational  fragmentation 
of  the  Navy's  manpower  management  processes.  The  recommended  alternative 
assigns  responsibility  for  management  of  the  Manpower,  Personnel  and 
Training  (MPT)  functions  to  a single  Deputy  Chief  of  Naval  Operations. 
Booz,  Allen  & Hamilton  Inc.  validated  the  Salzer  Study,  developing  a 
methodology  and  functional  depictions  of  a management  perspective  for 
the  MPT  mission  and  functions.  Primary  features  of  the  old  and  new 
manpower  processes  are  summarized  at  Tables  XVI-C-4  and  XVI-C-5 . 
Recommendations  are  being  implemented  on  a time-phased  basis. 

4.  Within  the  area  of  manpower  standards  the  Navy  has  clearly 
identified  that  they  lag  behind  the  Air  Force  in  development  and 
implementation  of  effective  measurement  tools.  As  part  of  the  ongoing 
Navy  reorganization  there  are  significant  efforts  being  made  to  focus  on 
manpower  and  skill  requirements  in  development  of  an  effective.  Integrated 
manpower  management  process.  One  key  action  is  development  of  two 

CONUS  headquarters  similar  to  the  USAF  Management  Engineering  Agency, 
for  establishment  and  centralized  control  of  manpower  standards  and 
productivity  measures. 

MARINE  CORPS 


While  HQ,  Marine  Corps  integrates  management  of  manpower  and 
personnel  within  the  office  of  a single  Deputy  Chief  of  Staff,  the  close 
resource  management  links  with  the  Navy  Staff  precluded  effective  use  of 
the  Marine  Corps  as  a parallel  organization  for  purposes  of  this  study. 


PRIMARY  FEATURES  OF  NAVY  MANPOWER  PROCESS  - OLD 
entation  of  Manpower  Management  responsibilities. 


Table  XVI-C-4 


Focus  on  manpower  and  skill  requirements. 
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Section  D.  MACOM  Resource  Management  Organizations 


BACKGROUND 


1.  Army  command  resource  management  organizations  are  not  standar- 
dized. In  two  cases,  TRADOC  and  USAREUR,  the  concept  of  a Deputy  Chief 
of  Staff,  Resource  Management  with  principal  staff  responsibility  for 
fiscal,  program,  budget,  manpower,  and  cost  analysis  management  was  imple- 
mented in  1974  and  1976  respectively.  Major  advantages  of  this  type 
organization  are  that  a single  agency  is  responsible  to  manage  civilian 
manpower  allocations  and  funds  associated,  as  well  as  function  as  the 
coordinator  of  current,  budget,  and  outyear  functional  program  resource 
requirements.  Other  major  commands  are  organized  to  best  meet  the  manage- 
ment requirements  of  the  DA  Staff  and  their  Internal  organization. 

2.  The  most  recent  organizational  change  is  that  of  Materiel  Develop- 
ment & Readiness  Command  (DARCOM) . This  major  command  has  recently  estab- 
lished the  office  of  Deputy  Commander  for  Resource  Management.  Efforts 
are  now  underway  to  amalgamate  the  resource  management  functions  of  this 
multi-functional,  multi-appropriation  impacted  organization  as  the  respon- 
sibility of  a single  staff  agency. 

OBSERVATIONS 

1.  Each  of  the  study  group  recommendations  will  assist  field  com- 
mand interface  with  the  DA  Staff,  irrespective  of  their  internal  organi- 
zation. Proposed  changes  in  DA  Staff  functional  alignment  will  provide 
a single  functional  agency  point  of  contact  with  concurrent  resource 
management  responsibilities.  Examples  are  the  training  function  with  the 
DCSOPS  as  the  training  manager,  and  the  manpower  function,  a recommended 
responsibility  of  the  DCSPER.  Both  of  these  functions  are  now  organiza- 
tionally split,  requiring  a field  command  to  coordinate  a segment  with 
more  than  one  Staff  agency.  Another  example  of  resource  management 
improved  Interface,  based  on  functional  alignment,  is  the  transfer  of 
directorship  of  Base  Operations  from  COA  to  the  DCSLOG  and  COE  as  Admini- 
strative Program  Directors.  Both  examples  closely  tie  responsibility  for 
managing  resources  with  the  prime  functional  authority  of  the  Staff 
agencies. 


2.  Although  the  RMSG  recognized  that  realignment  of  DA  functions 
within  the  Staff  may  ultimately  result  in  changes  to  field  command  organi- 
zations over  time,  no  attempt  has  been  made  to  concurrently  recommend 
changes  in  the  existing  organizations  of  major  commands.  Other  efforts, 
such  as  an  ongoing  OCSA  study  of  Installation  Management,  may  also  contri- 
bute to  changes  within  field  organizations.  While  field  command  reorgani- 
zations may  be  necessary  to  develop  more  effective  resource  management, 
the  findings  and  recommendations  of  this  study  should  assist  the  develop- 
ment of  improved  organizations,  not  dictate  a mirror  image  of  HQDA. 
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Section  £.  OSA/OSD  Interface  < 

I 

BACKGROUND 

1.  The  Study  Group  recognized  the  need  to  ensure  that  recommenda- 
tions provide  an  effective  interface  between  the  Army  Staff,  the  Army  , 

Secretariat  and  the  Office,  Secretary  of  Defense. 

2.  Key  resource  managers  at  Secretariat  and  OSD  level  were  con- 
tinually kept  abreast  of  the  analysis  process,  findings,  and  developing 
study  group  recommendations.  An  early  February  1978  working  conference 
was  held,  attended  by  staff  members  of  both  organizational  levels  and 
ongoing  Presidential  and  OSD  studies,  at  which  the  major  issues  and 
recommendations  identified  by  the  RMSG  were  discussed  in  detail  from  the 
perspective  of  interface  problems  which  could  result.  No  problems  from 
either  an  organizational  or  a functional  approach  were  noted. 

3.  Ongoing  OSD  Resource  Management  studies  were  monitored  and  a 
meeting  was  held  with  LTG  (Ret)  Kalergls  to  gain  breadth  as  to  their 
scope  and  status.  While  these  studies  may  ultimately  impact  on  the  Staff, 
the  timing  is  such  that  to  wait  for  their  recommendations  would  cause  a 
6-12  month  delay  in  "fixing"  existing  Army  problems. 

4.  Prior  to  CSA  decisions  the  Under  Secretary  and  key  representatives 
of  the  Assistant  Secretaries  were  briefed  on  the  study  proposals  and 
resulting  SELCOM  recommendations.  The  Secretary  of  the  Army  was  briefed 
on  26  May  1978  by  the  DAS  on  the  CSA  decisions  relative  to  this  study. 

OBSERVATIONS 

1.  Proposed  recommendations,  while  requiring  shifts  in  Army  Staff 
coordination  with  Secretariat  and  OSD  level  managers,  will  not  degrade 
effective  Interface  or  the  Army's  ability  to  communicate  and  justify 
resource  requirements  to  OSD  and  the  Congress. 

2.  The  results  of  the  ongoing  OSD  Departmental  Headquarters  Study 
may  affect  the  proposed  organization  and  functions  of  the  Comptroller 
of  the  Army.  Should  the  Comptroller  functions  be  merged  with  those  of 
the  Army  Secretariat,  responsibilities  for  Programing  and  Resource  Manage- 
ment Review  should  be  retained  at  Army  Staff  level.  Two  alternatives 

are  outlined  at  the  Discussion. 

3.  Similarly,  OSD  changes  to  Base  Operations  may  Impact  on  the  Base 
Operations  management  process.  However,  the  recommended  expansion  of 
functional  management  in  this  area  should  assist  in  addressing  total 
support  costs • 
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DISCUSSION 


1.  Shifts  in  Staff  coordination  witli  the  Army  Secretariat  and  OSD 
Staff  (displayed  at  Table  XVI -E-l)  resultant  from  RMRG  recommendations 
should  strengthen  the  interface  in  functional  areas.  For  example  DCSPER 
as  the  manpower  manager  would  interface  directly  with  ASA  (M&RA)  and  ASD 
(M.RA&L)  on  all  manpower  issues  (space  and  face  related).  Likewise,  the 
Comptroller  and  Programer  of  the  Army  would  interface  closely  with  the 
ASA  (IL&FM) , ASD  (Comptroller)  and  ASD  (PA&E)  for  program,  budget  and 
fiscal  management  issues.  In  both  cases  the  lines  of  communications  for 
management  of  interrelated  functions  exit  the  DA  Staff  from  a single 
agency.  This  represents  an  improvement  to  current  Staff  interface. 

2.  The  OSD  Departmental  Headquarters  study,  chaired  by  Mr.  Ignatius, 
which  is  looking  at  the  role  of  the  OSD  Staff  vice  those  of  the  Services, 
may  impact  on  the  recommendations  to  expand  the  role  of  the  Comptroller 
(COA)  to  include  responsibilities  for  Programing  and  Resource  Management 
Review.  Should  the  functions  and  office  of  the  COA  be  merged  with  the 
ASA  (IL&FM),  the  RMSG  recognized  that  both  Programing  and  Resource  Manage- 
ment Review  functions  should  be  retained  at  Army  Staff  level  to  preclude 
Army  Secretariat  responsibility  for  operational  functional  management. 

Two  alternative  DA  Staff  organizations,  both  of  which  reflect  the  amalga- 
mation of  Budget  and  Finance  and  Accounting  responsibilities  with  the 
ASA  (IL&FM),  are  proposed  should  this  contingency  be  required.  However, 
neither  reflects  the  significant  advantages  of  colocating  management 
responsibility  for  the  program,  the  budget  and  for  total  Resource  Manage- 
ment Review  within  the  recommended  single  Staff  agency. 

a.  Alternative  1:  (See  Table  XV1-E-2).  Concurrent  with  transfer 
of  existing  COA  responsibilities  for  fiscal  management,  budget,  and  finance 
and  accounting  functions  to  ASA  (IL&FM),  establish  an  Assistant  Chief  of 
Staff  for  Programs  and  Resource  Management  Review.  The  existing  COA  Cost 
Analysis  function  should  remain  at  Staff  level  for  inter-agency  cost/ 
economic  analysis  assistance  and  as  an  integral  part  of  the  Resource 
Management  Review  function  (discussed  in  detail  at  Section  C,  Chapter  VI). 
This  is  the  preferred  solution  as  the  benefits  of  program  and  resource 
management  are  maximized  within  a coordinating  Staff  agency  freeing  the 
Director  of  the  Army  Staff  from  an  operational  function. 

b.  Alternative  2:  See  Table  XVI-E-3) . Concurrent  with  trans- 
fer of  existing  COA  responsibilities  for  fiscal  management,  budget,  and 
finance  and  accounting  functions  to  ASA  (IL&FM) , assign  responsibility 
for  Cost  Analysis  and  Resource  Management  Review  to  the  existing  Director 
of  the  Army  Staff  agency.  Program  Analysis  and  Evaluation  Directorate 
(PA&E).  While  retaining  key  program  management  and  resource  review  func- 
tions on  the  Army  General  Staff,  this  alternative  forces  the  Director  of 
the  Army  Staff  into  the  role  of  the  Army's  resource  manager. 
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NTER  FACE  (OSD/DA) 


ALTERNATIVE  1 — IP  COA  IS  MERGED  WITH  ARMY  SECRETARIAT 
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Table  XVI  - E-3 


Section  F.  Army  Training  Study 

The  Army  Training  Study  (ARTS)  is  to  determine  the  functional  rela- 
tionship between  training  resources  and  combat  effectiveness  and  to 
determine  the  training  programs  required  to  optimize  the  capabilities  of 
major  new  weapon  systems  programed  for  delivery  to  the  force  in  the  1980's. 

* Included  in  this  mission  are  the  following  objectives: 

a.  Determine  the  functional  relationships  among  resources  for 
institutional  and  unit  training,  the  individual  and  collective  training 

> programs  of  the  Total  Army  training  system,  the  resultant  training  readi- 
ness, and  combat  effectiveness. 

b.  Determine  the  optimum  mix  of  individual  training  programs 
conducted  in  the  training  base  and  in  the  force. 

The  findings  and  recommendations  of  ARTS,  which  have  not  been  com- 
pleted at  this  time,  may  have  limited  impact  upon  the  recommendations  of 
the  RMSG.  However,  the  recommendations  outlined  at  Chapter  VIII  to  this 
report  would  result  in  significant  improvements  to  the  DA  Staff  training 
organization  which  is  key  to  the  implementation  of  ARTS  recommendations. 


Section  G.  Review  of  Education  and  Training  for  Officers  (RETO) 


1.  A study  group  convened  In  September  1977  to  analyze  all  training 
and  education  requirements  for  Army  officers.  The  study  is  scheduled  to 
be  completed  In  the  Spring  - Summer  1978 . 

The  scope  of  the  analysis  includes  training  and  education  require- 
ments of  officers  with  a variety  of  specialities  and  qualifications, 
define  the  essential  components  of  those  qualifications,  and  to  develop 
a strategy  to  maximize  the  officer  development  through  education  and 
training  within  constrained  resources. 

2.  The  methodology  consists  of  three  phases: 

a.  First,  learn  everything  possible  about  present  Army  officers 
specialties . 

b.  Second,  study  the  officer  career  from  pre-commission  to 
retirement . 

c.  Third,  compare  the  current  system  with  (other  countries/ 
services/industries  and  with  what  the  training  education  system  must 
become  to  meet  the  challenges  of  the  future)  an  effective  analysis  of 
various  hypothetical  alternatives. 

3.  An  8 May  1978  DACS-DMC  memorandum  provided  Army  Staff  agency 
heads  a summary  of  the  RETO  Study  Group  recommendations  presented  to  the 
Chief  of  Staff  on  13  April  1978,  and  his  desired  actions.  Study  Group 
recommendations  included  actions  in  the  following  areas: 

a.  Precommissioning. 

b.  Accession  assessment  center. 

c.  Military  Qualification  Standards. 

d.  Expand  basic  course. 

e.  Company  grade  education  and  training. 

f.  MAJ's  and  LTC's  education  and  training. 

g.  Senior  Service  College. 

h.  General  Officer  education  and  training. 

1.  Aviation  program. 

j . Foreign  language  training . 
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k.  Management  and  executive  development  programs. 

l.  Commander  management. 

m.  Promotion  by  specialty. 

n.  OPMS  evaluation. 

o.  Warrant  Officers. 

p.  Reserve  Components. 

4.  The  RMSG  recommendations  at  Chapter  VIII  will  impact  on  the  RETO 
Study  In  terms  of  the  training  management  organization  which  must  imple- 
ment training  related  changes  approved  or  directed  for  further  staff 
action  by  the  Chief  of  Staff,  particularly  curriculum  focus  of  Army 
resident  courses.  Continued  coordination  between  both  study  groups, 
and  the  DCS0P3  on  implementation  of  RMSG  training  management  proposals, 
is  essential. 
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XVII.  IMPLEMENTATION  PLAN 


MCKGROUND 

1.  Successful  implementation  of  the  recommended  changes  to  Staff 
functional  responsibilities  must  reflect  the  experiences  of  the  Army  Staff 
Reorganization  of  1974.  Some  of  the  key  problems  noted  during  execution 
of  that  reorganization  were: 

a.  Audit  trailing  manpower  space  transfers  between  agencies  was 
a significant  problem. 

b.  Ensuring  accommodation  of  job  descriptions  after  transfer 
was  difficult. 

c.  Compromises  between  agencies  resulted  in  split  functional 
responsibilities  not  intended  by  the  Study  Group. 

d.  Space  management  coordination  and  remodeling  requirements 
slowed  physical  moves. 


2.  As  a result  of  the  magnitude  of  the  study  and  the  physical  moves 
required,  "overnight"  Implementation  of  the  1974  Staff  Reorganization  was 
determined  to  be  infeasible. 

DISCUSSION 


1.  Chief  of  Staff  Memorandum  78-5-18,  14  June  1978,  Annex  A to  this 
chapter,  outlines  the  concept  of  planning  for  the  implementation  of  the 
decisions  made  on  RMSG  Recommendations.  Specific  CSA  decisions  on  RMSG 
recommendations  are  at  Incl  3 to  Annex  A. 


/ 


2.  The  implementation  plan,  summarized  in  table  XVII-1,  for  functional 
realignments  and  expanded  staff  agency  roles  necessitated  by  the  CSA 
decisions  is  oriented  on  functional  work  group  planning  for  execution  on 
1 October  1978. 


IMPLEMENTATION  PLAN 


o Announce  decision  in  CSM 

o Early  designation  of  functional  heads  (manpower,  training) 
o Establish  work  groups  for  detail  planning 
oo  Agency,  RMSG,  OE,  SMD  representative 


t 
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oo  Receiving  agency  heads  work  group 

oo  Plans  Include  people,  spaces,  offices,  equipment,  ADP  systems,  etc. 
oo  Regulation  changes  will  be  prepared 
o Development  of  "ground  rules" 

oo  Personnel  move  with  function  and  spaces 
oo  Physical  moves  kept  to  minimum 
oo  No  renovation  of  offices  during  Implementation 
o Affected  personnel  kept  fully  informed 
o Special  procedure  for  evaluation  suggestions/complaints 
o Inform  MACOMS 

o DAS  given  full  authority  to  direct  reorganization  to  include  - 
oo  Approval  of  detailed  Implementation  plans 
oo  Manpower  space  determination  final  until  on-site  survey 
oo  Minor  functional  realignments  if/as  required 
o After  action  report/first  year  assessment  by  D/M 

Table  XVII-1 

The  following  key  points  are  Integral  to  this  plan: 

a.  CSA  decision  formed  the  basis  of  Implementation  planning. 

b.  Planning  groups  in  each  functional  area  affected  by  transfer 
of  Staff  responsibility  were  designated  early  to  develop  detailed 
procedures/processes . 

c.  Director  of  Management,  OCSA,  was  designated  as  the  control 
element  to  provide  central  focus  to  staff  agency  implementation  plans  and 
activities . 

d.  Implementation  date  execution  of  changes  will  optimize  the 
management  factors  of: 
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(1)  PPBS  cycle. 

(2)  Adequate  preparation  time. 

(3)  ADP  systems. 

(4)  Civilian  end  of  pay  period. 

(5)  Time  required  for  physical  moves. 

e.  Personnel  involved  in  organizational  changes  will  be  briefed  on 
the  expected  impacts  and  advantages  on  each  functional  area. 

3.  The  decision  to  implement  changes  on  1 October  1978  precludes 
neither  early  moves  if  feasible  and  desirable  due  to  major  action  deadlines, 
nor  changes  which  must  be  delayed  beyond  that  point  to  accomplish  effective 
FY  80  Budget  formulation/defense  to  OSD.  The  details  of  the  implementation 
process  outlined  in  Table  XVII-2  will  be  developed  by  the  functional  work 
groups  and  briefed  to  the  DAS  for  decision  by  July  1978.  The  timing  of 
functional  transfers,  to  include  recommended  slippages  beyond  1 October  1978, 
will  be  addressed  by  each  work  group.  The  approved  detailed  implementation 
plan  will  be  announced  by  separate  Chief  of  Staff  Memorandum. 
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CHIEF  OF  STAFF 


expiitci  30  June  1979 

csm  78-5-18 

date  14  June  78 

file  CS  310.1  (14  Jun  78) 

ACTION  OFFICER/EXT 

LTC  Borstorff/Jrf/ 70485 


1.  PURPOSE.  This  memorandum  assigns  responsibilities  for  Implementing  Resource 

, Management  Study  recommendations  approved  by  the  Chief  of  Staff  (CSA)  (see  1 

Inclosure  3). 

2.  REFERENCES. 

a.  CSM  77-5-36,  dated  19  July  1977,  subject:  Study  of  Resource  Management 
on  the  Army  Staff. 

b.  CSM  77-5-39,  dated  15  August  1977,  subject:  Study  of  Resource  Management 
on  the  Army  Staff. 

a 

c.  CSM  77-5-59,  dated  29  November  1977,  subject:  Study  of  Resource 
Management  on  the  Army  Staff. 

3.  BACKGROUND. 


Memorandum. 

U.  S.  ARMY 

SUBJECT:  Implementation  of  the  Resource  Management 

Study  Reconmendation6 


MEMORANDUM  FOR:  HEADS  OF  ARMY  STAFF  AGENCIES 


a.  In  accordance  with  the  referenced  CSMs,  the  Resource  Management  Study 
Group  (RMSG)  was  organized  to  assess  the  feasibility  of  establishing  an  Army 
Staff  agency  for  resource  management. 

b.  The  assigned  study  group  missions  are  reflected  in  the  referenced 
CSMs. 

c«  A draft  study  report  was  submitted  to  the  Staff  on  10  March  1978  for 
comments.  The  primary  focus  of  the  draft  report  was  on  eight  major  issues: 
Manpower  Management,  Army  Programing,  Resource  Management  and  Role  of  CO  A, 
Training  Resources  and  Responsibilities,  Decision-making  and  Role  of  the 
DAS,  Army-Wide  Resource  Management  Policy,  Career  Management  Impacts  and 
Implementation. 


d.  The  SELCOM  was  briefed  on  the  study  results  and  recommendations  on 
4 April,  18  April,  and  4 May  1978.  Certain  sub-issues  were  dropped  from 
further  study  consideration  or  deferred  for  later  study  by  VCSA  decision 
following  the  4 April  1978  SELCOM  deliberations  (inclosures  1 and  2).  The 
SELCOM  deliberations  resulted  in  DA  Staff  recommendations  to  the  CSA. 


e.  CSA  decisions  relative  to  each  of  the 
outlined  at  Inclosure  3. 


I 


remaining  study  Issues  are 
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SUBJECT:  Implementation  of  the  Resource  Management  Study  Recommendations 
4.  IMPLEMENTATION  CONCEPT. 

«.  Each  affected  Staff  agency  will  designate  representatives  to 
participate  in  detailed  implementation  planning  work  groups  for  functional  - 
transfers.  Four  functional  work  groups  will  be  established  to  conduct  detailed 
planning  for  transfer  of  agency  management  responsibilities  in  the  areas 
of  Manpower  Management,  Program  9 and  BASOPS  Account  N;  Training  Management 
and  Program  8T;  BASOPS  Troop  Support  Activities  (Administrative  Program  11) 
and  AIF;  BASOPS  RPMA  (Administrative  Program  12)  and  BASOPS  Account  R. 

b.  The  work  group  chairman  will  be  at  least  a Colonel  or  GS-15.  The 
degree  of  involvement  of  the  work  group  members  will  be  at  the  discretion 

of  the  chairman  and  be  full  time  if  required.  Members  must  be  knowledgeable 
in  the  agency  activities  and  responsibilities  for  the  specific  functional 
area  addressed.  Work  group  chairman  will  work  under  the  direction  of  the 
Director  of  Management. 

c.  Functional  Work  Group  (FWG)  composition  should  include,  but  not  be 
necessarily  limited  to,  representation  from  agencies  shown  below.  Member- 
ship in  any  of  the  functional  work  groups  may  be  requested  by  agencies 

not  included  in  the  following  list  but  having  Staff  Interest  in  portions  of 
the  functions  to  be  studied. 


(1)  Manpower  FWG: 

(a)  ODCSPER  (Chairman) 

(b)  ODCSOPS 

(c)  OCA 

(d)  TAGO 

(e)  OCCH 

(f)  RMSG 

(g)  CPO 

(2)  Training  FWG: 

(a)  ODCSOPS  (Chairman) 

(b)  ODCSPER 

(c)  ODCSLOG 

(d)  ODCSRDA 
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(e)  OCA 

(f)  OTSG 

(g)  OCCH 

(h)  TRADOC  (if  required) 

(i)  RMSG 

(j)  CPO 

(3)  BASOPS  Troop  Support  Activities  and  AIF  FWC: 

(a)  ODCSLOG  (Chairman) 

(b)  OCA 

(c)  OCE 

(d)  OCCH 

(e)  RMSG 

/ 

(f)  CPO 

(4)  BASOPS  RPMA  FWG: 

(a)  OCE  (Chairman) 

(b)  OCA 

(c)  ODCSLOG 

(d)  RMSG 
(a)  CPO 

d.  The  work  groups  will,  as  a minimum  — 

(1)  Determine  and  recommend  to  the  DM,  as  a first  order  of  business, 
the  date  best  suited  for  implementation.  Even  though  1 Oct  78  was 
initially  determined  to  be  the  Implementation  date,  not  all  of  the  functional 
transfers  appear  to  be  adaptable  to  that  date. 

(2)  Develop  the  organization  to  support  the  functional  realignment. 
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(3)  Identify  personnel/manpover  authorizations  to  be  transferred/ 
required  for  successful  Implementation. 

(4)  Develop  manpower  and  functions  audit  trails  using  Forms  1,  2, 
and  3 (special  OCSA  formats  will  be  provided  to  work  groups). 

(5)  Identify  specific  agency  functional  responsibilities  and 
proposed  changes  to  AR  10-5  and  CSR  10-series. 

(6)  Identify  regulations/policy  documents/ job  descriptions  requiring 
revision  by  the  agency  with  Staff  responsibility  for  the  function. 

(7)  Address  continuity  of  manpower  and  fiscal  controls. 

(8)  Develop  plan  for  timing  Implementation  of  functional  transfers, 
to  include  a detailed  milestone  schedule. 

(9)  Prepare  plan  for  physical  moves,  if  necessary,  and  space  required, 
in  coordination  with  Building  and  Space  Management. 

(10)  Coordinate  with  other  FWGs  as  required;  and  the  results  of  (1)  thru 
(9)  above  with  all  Staff  agencies  having  a vested  Interest. 

(11)  Provide  results  of  (1)  through  (10)  above  to  Director  of  Management, 
OCSA,  by  COB  14  July  1978. 

e.  Implementation  planning  will  be  accomplished  within  the  following 
"ground  rules:" 

(1)  Physical  moves  of  personnel  will  be  kept  to  a minimum  and  approved 
only,  if  required,  for  efficient  operations. 

(2)  Personnel  performing  a function  that  is  being  transferred 
will  move  with  the  function.  Personnel  will  not  be  shifted  into  another 
area  prior  to  implementation  so  as  to  cause  inter-agency  transfer  of 
unfilled  spaces. 

(3)  Functional  realignment  will  be  initially  accomplished  within 
present  personnel  authorizations  until  such  time  as  Staff  surveys  can  be 
conducted. 

(4)  Where  moves  are  required,  initial  remodeling  or  refurbishment 
will  not  be  permitted  as  a condition  to  timing  of  a functional  transfer. 

(5)  Any  special  equipment  or  facility  requirements,  l.e.,  computer 
remote  terminals  or  classified  areas,  must  be  identified  early  to  the  DM. 

5.  RESPONSIBILITIES. 

i a.  Director  of  the  Army  Staff  will  — 

(1)  Approve  the  detailed  implementation  plan. 
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(2)  Approve  assignment  of  expanded  functional  management  areas  where 
necessary  with  transfer  of  existing  manpower  authorizations  until  such 
time  as  Staff  surveys  can  be  conducted. 

(3)  Approve  minor  functional  realignments  necessitated  by  the  overall 
implementation  plan. 

b.  Director  of  Management  (OCSA)  will  — 

(1)  Exercise  overall  coordination  and  control  of  the  implementation 
planning  process,  functional  work  groups,  and  the  RMSG. 

(2)  Recommend  a Staff  position  to  DAS  regarding  varying  agency  proposed 
transfers  of  personnel /manpower  authorizations. 

(3)  Ensure  all  affected  personnel  are  adequately  informed  of  the  intent 
of  CSA  decisions  and  functional  realignments  required. 

(4)  Receive  input  from  the  four  functional  work  groups  on  detailed 
functions  and  manpower  to  be  transferred,  detailed  milestones  for  transfers, 
detailed  justification  for  any  manpower  requirements  which  exceed  resources 
to  be  transferred,  and  a Resource  Management  Review  concept  plan  from  the 

'Director,  PA&E. 

0 

(5)  Consolidate  plans  and  prepare  implementing  CSM. 

(6)  Monitor  implementation  and  advise  DAS  and  VCSA  on  status  as 
necessary. 

(7)  Review  sub-issues  at  lnclosure  2 for  appropriate  action/disposition. 

(6)  Initiate  a first  year  assessment  of  the  functional  realignments. 

c.  Director,  Program  Analysis  and  Evaluation  (OCSA)  will  — 

(1)  Develop  a detailed  concept  plan  for  implementation  of  CSA  decisions 
concerning  development  of  a DA  Staff  Resource  Management  Review  capability. 

(2)  Furnish  the  detailed  concept  plan  to  the  DM  by  14  Jul  78  for 
inclusion  in  the  implementation  plan  to  be  presented  to  the  DAS  for  approval. 

d.  Director  of  Army  Automation  will  provide  advice  and  assistance  to 
work  groups  in  the  area  of  automated  system  interface  and  integration,  as 
necessary. 

e.  DCSOPS  will  — 

(1)  Establish  and  provide  a chairman  for  the  functional  work  group 
charged  to  develop  detailed  implementation  of  CSA  decisions  with  respect 
to  Training  Management  (including  Program  8T)  on  the  DA  Staff. 


5 


r 


SUBJECT:  Implementation  of  the  Resource  Management  Study  Recommendations 
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(2)  Provide  representative (s)  to  other  functional  work  groups  as 
indicated  at  paragraph  4c  above. 

f.  DCSPER  will  — 

(1)  Establish  and  provide  a chairman  for  a functional  work  group  charged 
to  develop  detailed  implementation  of  CSA  decisions  with  respect  to  Manpower 
Management  on  the  DA  Staff,  transfer  of  Program  9 directorship,  and  transfer 
of  functional  management  of  BASOPS  Account  N. 

(2)  Provide  representative (s)  to  other  functional  work  groups  as 
Indicated  at  paragraph  4c  above. 

g.  DCSLOG  will  — 

(1)  Establish  and  provide  a chairman  for  a functional  work  group 
charged  to  develop  detailed  implementation  of  CSA  decisions,  with  respect 
to  development  of  functional  management  for  BASOPS  Troop  Support  Activities 
and  the  Army  Industrial  Fund. 

(2)  Monitor  OSD  redefinition  of  Base  Operating  Support  Costs  for  impact 
on  Army  Management. 


, (3)  Provide  representative (s)  to  other  functional  work  group (s)  as 

indicated  in  paragraph  4c  above. 

h.  COE  will  — 

(1)  Establish  and  provide  a chairman  for  a functional  work  group  charged 
to  develop  detailed  implementation  of  CSA  decisions,  with  respect  to  develop- 
ment of  functional  management  for  BASOPS  Real  Property  Maintenance  Activities 
and  BASOPS  Account  R. 

(2)  Monitor  OSD  redefinition  of  Base  Operating  Support  Costs  for  impact 
on  Army  Management. 

i.  COA  will  — 

(1)  Develop  an  Army-wide  policy  for  effective  management  of  resources. 

(2)  Provide  technical  assistance  to  functional  work  groups  to  ensure 
adequate  continuity  of  fiscal/program  controls  in  development  of  detailed 
Implementation  plans  for  transfer  of  DA  Staff  management  responsibilities 
for  manpower,  FYDP  programs,  BASOPS  functional  accounts,  and  the  Army 
Industrial  Fund. 

(3)  Provide  representative (s)  to  functional  work  groups  as  indicated 
in  paragraph  4c  above. 
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(4)  Assist  PA&E,  as  requested  in  the  development  of  a detailed  concept 
plan  for  Implementation  of  the  Resource  Management  Review  function. 

J.  DCSRDA,  TAG,  CCH  and  TSG  will  provide  representative(s)  to  functional 
work  groups  as  Indicated  in  paragraph  4c  above. 

k.  All  Staff  agencies  should  be  prepared  to  provide  assistance  and 
representatives,  as  required,  in  their  functional  areas  of  responsibility. 

6.  MILESTONES. 

a.  Formulation  of  functional  work  groups  - 16  Jun  78. 

b.  Detailed  work  group  implementation  planning  - 19  Jun  - 14  Jul  78. 

c.  Work  Croup  Plans  to  Director  of  Management,  OCSA  - 14  Jul  78. 

d.  Implementation  plan  decision  briefing  to  DAS  - mid-Jul  78. 

a.  Implementation  complete  - to  be  determined  on  basis  of  FWG 
recommendations. 

f.  First  year  assessment  - to  be  determined. 

7.  The  approved  implementation  plan  will  be  distributed  by  separate  CSM. 

8.  The  names  and  telephone  numbers  of  FWG  chairmen  will  be  furnished  to 
LTC  Borstorff,  X7-0485,  by  COB  16  Jun  78. 


BY  DIRECTION  OF  THE  CHIEF  OF  STAFF: 


3 Incl  JOHN  R.  Mcfm^ERT 

as  Lieutenant  tf^neral,  GS 

Director  of  the  Army  Staff 

SUSPENSE: 

DCSOPS,  DCSPER,  DC SLOG , COE  — 16  Jun  78  — Names  & telephone  numbers  of  FWG  chairmen 

— 14  Jul  78  — Detailed  Implementation  Plans 

DIR,  PA&E  — 14  Jul  78  — RMR  Concept 
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RESOURCE  MANAGEMENT  STUDY 

SUB-ISSUES/QUESTIONS  DROPPED  FROM  FURTHER  STUDY  CONSIDERATION  BY  VCSA  DECISION 


Army  Programing 

1.  Does  performance  of  Che  function  hinder  DAS  missions? 

2.  Is  guard  against  excess  COA  power  needed? 

Resource  Management /Role  of  COA 

1.  Shift  OMA  directorship  to  DCSOPS? 

2.  Hold  COA  responsible  for  DA  Staff  coordination,  review  and 

program  integration  of  Reserve  Component  resource  management  actions? 

Decision-Making  and  Role  of  DAS 

1.  Establish  Policy  and  Guidance  office  within  OCSA? 

Army-wide  Resource  Management  Policy 

1.  Stress  need  for  close  face/space  relationship  in  all  personnel- 
manpower  management? 

2.  Revalidate  policy  that  MACOM  HQ  organization  is  a MACOM  determination? 


Incloaure  1 
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RESOURCE  MANAGEMENT  STUDY 
SUB-ISSUES/QUESTIONS  DEFERRED  BY  VCSA  DECISION 
Manpower  Management 

1.  Form  SSA/FOA  for  ADP  Support? 

2.  Treat  CITF  as  Manpower  function? 

3.  Establish  Civilian  Pay  Acc't? 

Resource  Management/Role  of  COA 

1.  Emphasize  COA  Cost  Analysis  capability  for  technical  review? 

2.  Redefine  Appropriation  Director  responsibilities  into  fiscal 
and  functional? 

Decision-Making  and  Role  of  DAS 

1.  Adopt  revised  decision-making  procedures? 

2.  Increase  role  of  DAS  in  decision  procedure  determination? 

3.  Increase,  very  selectively,  direct  CSA  involvement  in  decision- 
making process? 

4.  Encourage  decisions  by  functional  managers? 

5.  DAS  emphasize  guidance? 

6.  Combine  PGRC  and  BRC  into  PBC,  chaired  by  COA? 

7.  Reduce  use  of  committees  through  revised  procedures? 

8.  Schedule  SELCOM  monthly  geared  to  critical  decision  points? 

9.  Conduct  quarterly  CSA  RM  SELCOM? 

Army-wide  RM  Policy 

1.  Develop  Army  RM  Assistance  and  Assessment  Program  (ARMAAP). 

2.  Charge  TIG  with  DA  Staff  responsibility  for  field  operation 
of  ARMAAP. 
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3.  Institutionalize  Army-wide  role  of  comptroller  in  RMR. 

4.  Use  ARMAAP  to  field  validate  DA  RM  Policy  and  manning  guidance? 

5.  Refocus  Staffing  Guides/Manpover  Surveys  to  Increase  value  for 
field  user? 

Career  Management  Impacts 

1.  Establish  speciality  code  for  Manpower  Management  in  OPMS  and  EPMS. 

2.  Place  all  manpower  specialists  in  manpower  Career  Program  (26). 

3.  Increase  emphasis  on  RM  training  for  military  managers. 

4.  Increase  emphasis  on  RM  training  for  civilian  managers. 

5.  Have  DCSPER  provide  centralized  DA  management  of  civilian 
personnel  training. 

6.  Seek  changes  in  policy  regarding  the  management  of  DA  civilian 
personnel  in  line  with  the  needs  of  the  Army. 

Implementation 

Make  changes  concurrent,  concentrate  about  "I-Date". 


CSA  DECISIONS  ON  THE  RESOURCE  MANAGEMENT  STUDY 


Manpower  Management 

1.  Consolidate  the  Manpower  Management  function  In  DCSPER. 

2.  Transfer  existing  Staff  responsibilities  for  the  following 
functions  to  DCSPER: 

a.  Manpower  programing  (from  DCSOPS) . 

b.  Manpower  space  allocation  (from  DCSOPS). 

c.  Manpower  documentation  (AFP)  (from  DCSOPS) . 

d.  Methods  & Standards  Policy  (manpower  related)  (from  COA) . 

3.  Charge  the  Director  of  Manpower  in  DCSPER  to: 

a.  Give  special  attention  to  the  impact/ integration  of 
AIF,  NAF  and  CITF  spaces. 

b.  Develop  an  effective  manpower  reporting  system. 

c.  Tie  manpower  reports  to  personnel  reports. 

4.  Appropriation/Program  Directors  must  Include  manpower  ±n 
resource  formulation  and  pay  more  attention  to  this  resource. 

Training  Management 

1.  Consolidate  the  military  training  function  in  DCSOPS. 

2.  Transfer  existing  Staff  responsibilities  for  the  following 
functions  to  DCSOPS: 

a.  Individual  military  training  management  (from  DCSPER). 

b.  Directorship  of  Program  8T  (from  DCSPER). 

3.  DCSPER  will  retain  staff  responsibility  for  loading  the  training 
base,  professional  development  and  career  management. 

4.  DCSPER  will  retain  staff  responsibility  for  pre-commission, 
civil  education  and  civilian  personnel  training. 
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Resource  Management  Review,  Army  Programing  and  Role  of  COA 


1.  Charge  the  DPA&E  with  the  responsibility  for  Total  Army 
Resource  Management  Review  and  for  developing  a CSM  describing 
the  details  of  this  function. 

2.  DA  Staff  actions  which  have  a resource  impact  must  be  coordinated 
with  PA&E. 

3.  The  COA  will  provide  assistance  to  PA&E  for  resource  management 
review  requirements  involving  budget,  current  and  prior  fiscal 
years. 

Base  Operations  (BASOPS)  and  Other  Functional  Transfers 

1.  Transfer  program/ functional  management  responsibilities  from  COA. 

a.  BASOPS  Troop  Support  activity  management  (functional  accounts 
A,  B,  C,  D,  E,  F,  G,  N,  P,  Q)  to  DCSLOG. 

b.  BASOPS  RPMA  management  (functional  accounts  H,  J,  K,  L,  M,  R) 
to  COE. 

c.  FYDP  Program  9 to  DCSPER. 

d.  Functional  management  of  BASOPS  Account  N to  DCSPER. 

e.  AIF  management  (exclusive  of  fiscal  responsibilities) 
to  DCSLOG. 

2.  Responsibilities  for  management  of  individual  BASOPS  functional 
accounts  remain  as  currently  assigned  with  exception  of  Account 
N (to  DCSPER)  and  Account  R (to  COE). 

Resource  Management  Policy 

1.  Charge  the  COA  to  develop  an  Army-wide  policy  for  the  effective 
management  of  resources. 

2.  The  term  "Resources”  means  "all  manageable  assets  including  time". 
Implementation 

1.  Implementation  of  required  functional  realignments  required  by 
CSA  decisions  is  to  be  effective  by  1 October  1978. 

2.  DAS  is  delegated  authority  to  approve  the  detailed  Resource 
Management  Study  implementation  plan. 
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XVIII.  SUMMARY 


INTRODUCTION 


1.  Study  findings  and  recommendations  are  categorized  into  eight 
Major  Issues,  addressed  in  preceeding  chapters  as  follows: 

1 . Manpower  Management 

2 . Array  Programing 

3.  Resource  Management/Role  of  COA 

A.  Training  Resources  and  Responsibilities 

5.  Decisionmaking/Role  of  DAS 

6.  Army-wide  Resource  Management  Policy 

7.  Career  Management  Impacts 

8.  Implementation 

2.  Summary  recommendations  for  each  of  the  Major  Issues  are  outlined 
at  Table  XVIII-1.  These  recommendations  are  keyed  directly  to  the  Major 
Issues  Annexes  to  this  chapter,  pages  1.1  - 8.5. 
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SUMMARY  RECOMMENOAT  ION  S 


"MANPOWER  MANAGEMENT" 


Consolidate  functions  into  single  directorate. 
Assign  DA  Staff  responsibility  to  DCS  PER. 


"ARMY  PROGRAMING" 


Transfer  DA  Staff  responsibility  from  OCSA  to  COA. 
Provide  Oir/Prog  special  status  like  DAB. 


"RESOURCE  MANAGEMENTfROLE  OF  COA" 

E>  Transfer  OMA  to  DCSOPS.  BASOPS.  AIF,  and  "M"  to  DCSLOG;  P-9  to  DCSPER. 

ICy  Charge  COA,  purged  of  proponency.  with  mandatory  Resource  Management  Review  of  all 
— ^ DA  Staff  actions,  including  Reserve  Components. 

"TRAINING  RESOURCES  AND  RESPONSIBILITIES" 

|B/E>  Transfer  DA  Staff  responsibility  for  individual  military  training,  including  P-8T  from 
DCSPER  to  DCSOPS. 

[c/D>  Do  not  change  DCSPER  responsibility  for  civil  education,  precommission,  civilian 
— ' personnel  training,  ARPRINT.  training  base  loads,  and  career  management. 

"DECISIONMAKING  AND  ROLE  OF  DAS" 

[T>  Adopt  improved  Iproposedl  DA  Staff  decisionmaking  procedure. 

[T>  Increase  responsibility  and  authority  of  DAS  and  DA  Staff  Heads  for  decisions  within 
— ' assigned  areas. 

Icy  Schedule  SEICOM  meetings  monthly  based  on  Critical  Decision  Points,  with  CSA 
— ' participation  quarterly  for  appropriate  updates,  guidance,  and  decisions. 

"ARMY-WIDE  RESOURCE  MANAGEMENT  POLICY" 

[T>  Charge  COA  to  develop  an  Army-wide  resource  management  policy. 

|b/^>  Implement  an  Army  Resource  Management  Assistance  and  Assessment  Program  under  TIG. 
"CAREER  MANAGEMENT  IMPACTS" 

[^>  Provide  improved  manpower  specialties  for  both  military  and  civilian  personnel. 

R>  Improve  Resource  Management  training  for  both  military  and  civilian  personnel. 

|e/fS  Establish  DA  level  control  of  civilian  personnel  training  to  obtain  maximum  cost 
1 — ' effectiveness. 

"IMPLEMENTATION" 

ID  Concurrent  moves. 


Red  authority  to  approve  the  detailed  imok.mentatio 
Table  XVIII-1 
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ISSUE  #1  — PERSPECTIVE 


pT\, 

I ISSUE  y 


Manpower  Management"-- 
Consolldate? 

(yea  or  no) 


Staff  Responsibility? 
(DCSRM,  DC SOPS,  DCSPER) 


--  Fragmented  --  no  functional  head. 
--  Poor  use  of  expertise. 


Inadequate  reports. 

Lack  of  proper  controls. 

Weak  justification 

Inadequate  cost,  people  consideration. 


Function  started  In  WW  II,  WEMB. 

In  1951,  military  and  civilian  manpower  management  changed 
to  DCSPER  (G-l). 

1965  to  1974,  ACSFOR  had  responsibility. 

Reorganization  of  1974  divided  function  among  DCSPER,  DCSOPS, 
and  COA,  with  DCSLOG,  TIG,  and  OCSA  participating. 

DCSRM  established  by  TRADOC  in  1974,  by  USAREUR  In  1976. 
Manpower  study  by  HQ DA  In  1977 


ISSUE  »1  --  SPECIFIC  QUESTIONS 


/ MAJOR  ■%, 

. 1 

"Manpower  Management"  | 

I ISSUE 

\ 

l 

/ U 

Consolidate  manpower  function? 

\ X 

IB 

Place  staff  responsibility  where? 

1B1 

DCSRM  for  $/Space? 

1B2 

DCSOPS  for  Force/Space? 

1B3 

DCS PER  for  Face/Space? 

RELAXED 

ISSUES 


1C  Form  SSA/FOA  for  ADP  support? 

10  Trest  CITF  as  Manpower  f imct loo? 

IE  Review  AIF,  NAF,  CITF  spaces? 

IF  Develop  manpower  reporting  system? 

1G  Tie  manpower  reports  to  personnel  reports? 

1H  Establish  Civilian  Pay  Act,  administratively,  to  cover 
all  civilian  personnel? 


ISSUE  #1  — FINDINGS  AND  REOOWCNDATIONS 


1B2 


1B3 


--  "JJanj>ower_Hanajyment^ 

Yet,  Consolidation  essential  to  Improvement. 

DCSPER 

$/Space  coordination  Important,  but  collocation  not  necessary. 

Danger  of  hurting  Financial  Management  needlessly  and  manpower  alao. 
Force/Space  coordination  alao  Important,  but  collocation  unnecessary. 
Loss  of  detailed  Manpower  function  probably  help  to  other  missions. 
Critical,  overriding  need  for  Face/Space  coordination. 

Cost  and  Force  coordination  subordinated  to  Face/Space  management. 


1C  An  FQA/SSA  for  ADP  support  Is  needed. 

ID  CITF  demands  special  manpower  attention. 

Should  leave  OCSA  after  base  Issues  resolved. 

Best  solution  --  Include  CITF  In  Manpower  function,  coordinate  as 
needed  with  DC SLOG. 

Acceptsble  alternative  --  Return  CITF  function  to  DC SLOG,  require 
coordination  with  Manpower  Director. 

1E&F  Tes,  manpower  review  Is  necessary  for  AIF  and  RAF. 

1G  Yes,  badly  needed.  Should  be  tied  to  personnel  reports. 

1H  Attractive  concept.  Should  ba  evaluated  fully  by  DCSPER. 
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ISSUE  #1  --  BASIS  FOR  RECOMMENDATIONS 


I 

____________________________________________________ 

' 1 J^aiigower_Mana£emen t' ' 

Why  i«  consolidation  necessary? 

- Separation  of  allocations  from  standards,  from  guides,  from  sur- 
vey, hurts  system  effectiveness. 

- Available  skills  and  expertise  are  not  fully  used. 

- Available  management  information  is  inadequate. 


- Fragmentation  causes  emphasis  on  parts  of  manpower  system  at 
expense  of  the  whole. 

- Improved  justification  of  manpower  requirements  depends  on  total 
system  improvements. 

- With  OSD  and  GAO  criticism.  Army  cannot  afford  to  treat  man- 
power as  less  than  an  important  function. 


- For  most  purposes,  there  is  no  clear  distinction  made  between 
'tnanpower"  and  "personnel.  " 

- Manpower/personnel  cost  is  a major  issue  today. 

- Complete  "manpower"  management  involves  actual  strength,  skills, 
grade  levels,  motivation  and  other  human  factors  as  well  as  pure 
"spaces. " 


• "People  are  the  Army,"  and  are  affected  by  "manpower"  actions. 

- Greatest  effectiveness  results  when  manpower  is  managed  in  con- 
cert with  military  and  civilian  personnel  management. 

• Manpower/personnel  coordination  is  more  critical  and  more  demand- 
ing than  that  required  with  funding  and  force  structure. 
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ISSUE  #1 


IMPACTS 


CON: 


CON: 


^MangowerJ^ant^ernent|' 

Consolidate  manpower  - what  effect*? 

- Single  HQDA  Staff  manager  for  contact,  •yatem  improvement. 

• Will  focus  attention  on  current  manpower  system  problems. 

- Makes  best  use  of  all  skills,  expertise. 

- Provides  basis  for  developing  sound  requirements,  justification. 

- Assists  MACOMs  with  professional  example  and  advice. 

- Forces  mix  of  manpower  and  productivity  standards. 

- Could  remove  HQDA  Staff  survey  function  from  OCSA. 

- Could  remove  field  survey  function  from  TIG. 

- Will  require  physical  relocation  of  some  personnel. 

Impact  of  charging  DCSPER  with  manpower  management? 

- Places  emphasis  on  people  considerations. 

- Ties  manpower  and  personnel  utilization  together 

- With  crosswalk,  greatly  expands  management  information. 

- Reduces  administrative  workload  of  DCSOPS. 

- Improves  DCSPER  and  DCSOPS  war/emergency  posture. 

- Will  help  eliminate  "free  labor"  connection  towards  military  personnel 

- Removes  manpower /force  structure  coordination  from  internal 
DCSOPS. 

• Continues  need  for  close  $/space  coordination  on  HQDA  Staff. 

/.r 


-ISSUE  42  --  PERSPECTIVE 


'Army  Proaramlns" 

OCSA  Function? 

Charge  CQA? 

(Yes  or  No) 

(Tcs  or  No) 

PROBLEMS 


Programing  split  organisationally  from  Budget. 
--  Complicate*  staffing  and  coordination. 

--  Leads  to  duplication  of  effort. 

--  Risks  unrecognised  disconnects. 

--  Detracts  from  PPBS  direction  and  management. 

— Detracts  from  COR  prescribed  Staff  role. 


Early  reaction  to  McNamara  management  system. 
Started  in  aarly  bO's  as  Force  Planning  Analysis. 
Later  changed  to  Planning  and  Program  Analysis. 
Key  element  of  AVCSA  formed  in  1967. 

PA&E  title  adopted  In  1974  Staff  Reorganisation. 
Of  AVCSA  functions,  only  WSA  Is  not  In  DAS  today. 


ISSUE  #2  --  BASIS  FOR  RECOMMENDATIONS 


I 


[3 


irmv  Programing 


Why  is  OCSA  location  not  a must? 


B> 


E> 


- Years  ago  when  programing  was  new,  OCSA  was  logical. 

- As  process  matured,  both  logic  and  need  diminished. 

- USAF  uses  DCS  Programs;  at  OSD,  PAE  has  ASD  status. 

' Absence  of  proponency  is  only  sound  logic  for  OCSA  today. 


Why  is  DAS  both  helped  and  hurt? 

- Functional  work  load  detracts  from  normal  staff  direction. 

- Tends  to  focus  OCSA  attention  on  programs  vs  plans,  budgets. 

- Helps  in  that  CSA  has  ready  access  to  program  issues. 

- Helps  in  that  goals,  objectives,  programs  are  together. 


Why  should  COA  have  programing? 

- Adds  cohesion  to  PPBS  process  ties  plans,  programs,  budgets. 

- Simplifies  PPBS  coordination;  improves  reaction  posture. 

- Reduces  duplication  of  effort  and  possibility  of  disconnects. 

- Makes  greater  use  of  COA  as  General  Staff  Head. 


i 
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ISSUE  #2  --  IMPACTS 


"Army  Programing" 


PRO  - Expand*  COA  role  far  beyond  financial  management. 

- Create*  central  HQDA  Staff  POC  for  PPBS  matter*. 

- Need  not  cause  physical  move  of  PAE. 

- Need  not  reduce  D/Prog  v*  D/PAE  access  to  CSA. 

- Gives  COA  office  a challenging,  substantive  role. 

- Encourages  greater  OCSA  reliance  on  HQDA  Staff  efforts. 


CON  - Reduces  internal  OCSA  analysis  capability. 

- Reduces  internal  OCSA  fire  fighting  capacity. 

- Creates  need  for  policy  and  guidance  office  within  OCSA. 

- Could  result  in  D/M  involvement  in  OCSA  crises. 

- Could  make  selection  of  future  COAs  more  difficult. 


*r 
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RESOURCE  MANAGEMENT  STUDY  - MAJOR  ISSUE  (SUMMARY) 
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Retain  programing  in  OCSA 

Form  ACS  (Progi  as  new  Staff  Agency 


ISSUE  #3  — PERSPECTIVE 


"jJesourc^JianageiBent/Rol^of^OTA" 

Eliminate  proponancy?  Who  responsible?  RM  Review? 

(Tee  or  Mo)  (LOG,  OPS,  PER)  (Tee  or  Bo) 

— COA  has  both  proponency  and  non-proponency  missions. 

— While  97Z  of  fund  responsibility  la  with  functional 
managers,  COA  directly  controls  CMA , BA SOPS,  and  AIF. 

— Functional  managers  aee  COA  objectivity  as  an  impossibility. 
Because  of  COA  role,  functional  managers  cited  have  less 
authority  than  responsibility. 

— Functional  involvement  of  00A  limits  hi*  KM  review  role. 

Most  RM  review  now  falls  to  PA&E  by  defsult. 


istoricaK  — 

REVIEW  y 

\ y 


OMA,  BASOPS,  snd  AIF  have  long  been  management  problems. 
All  solutions  to  organisation  are  s form  of  compromise. 
Policy  In  1974  was  that  Staff  Agencies  would  not  be  given 
responsibility  that  exceeded  assigned  functions. 

Although  AVCSA  was  disestablished  In  1974,  OCSA  la  still 
looked  to  for  RM  on  DA  Staff. 


ISSUE  »3  — SPECIFIC  QUESTIOHS 


fZT\ 

I ISSUE  ) 


[ RELATED  \ 
l ISSUES  ? 


3.  "Resource  Management/Role  of  COA" 

3A  Purge  OOA  of  functional  proponency? 

3B  Transfer  COA  functions  where? 

3B1  AIF  to  DCSLOG? 

3B2  OKA  to  DCSOPS? 

3B3  BASOPS  to  DCSLOG? 

3B4  PROG-9  to  DCS PER? 

3B5  Account  "N"  to  DCSLOG? 

3C  Charge  COA  with  DA  Staff  Resource  Management  review? 


3D  Make  RM  review  by  COA  mandatory  If  action  Involves  other 
than  functional  authority,  resource*? 

3E  Emphasize  COA  Cost  Analysis  capability  for  technical  review? 
3F  In  keeping  with  Total  Army  Goals,  hold  COA  responsible  for 
DA  Staff  coordination,  review,  and  program  Integration  of 
Reserve  Component  Resource  Management  action*. 

3G  Redefine  Appropriation  Director  ressponslblllties  Into 
Fiscal  and  Functional? 
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ISSUE  #3  --  FINDINGS  AND  RECOMMENDATIONS 


"Resource  Management /Role  of  00A" 


Should  be  Incorporated  into  DA  Staff  RM  proceaa  to  enaure 
integration  of  plans,  prograas  and  budgeta  with  goala,  guidance, 
and  directives. 

Very  desirable  for  00A  to  use  expertise  to  fullest  possible 
extent . 

Yes.  Definite  need  to  ensure  full  integration  of  R.C.  reeource 
management  (6  appropriations)  with  Total  Army  plans  and  prograas. 

Yes.  Both  cost  and  functional  staff  are  Involved  but  should  have 
clear-cut,  separate  responsibilities. 


Yes.  COA  should  be  without  proponency  and  decision  authority 
if  RM  review  la  to  be  objective. 

Yes.  as  shown:  AIF  4 BASOPS  4 ACT  "N"  to  DCSLOC, 

PROG-9  to  DCS PER. 

Yes.  In  keeping  vlth,  but  expansion  of,  current  missions. 


ISSUE  #3  --  BASIS  FOR  RECOMMENDATIONS 


esource  Management/ Role  of  COA" 


- Responsibility  rests  with  functional  managers. 

- Proponency,  except  FA+O,  detracts  from  RM  review  role. 

- Humanly  impossible  to  operate  OMA  and  be  fully  objective. 

- COA  proponent  functions  can  be  performed  by  other  Staff 
elements;  RM  review  cannot. 


What  is  basis  for  transferring  responsibilities? 


DCSOPS  is  responsible  for  operational  readiness,  and  is  to 
be  charged  with  all  military  training  - thus  has  greatest 
direct  functional  responsibilities  for  OMA,  to  include  inter- 
est in  P-9.  BASOPS,  and  their  impact  on  mission  $. 

DCSLOG,  in  concert  with  COE.  has  greatest  functional  responsi 
bility  for  BASOPS  programs  --  DCSLOG  impact  on  OMA  is  great 
in  terms  of  P-7  and  BASOPS  as  they  relate  to  training  and  oper- 
ational readiness.  AIF  responsibility  is  an  integral  part  of  P-7 

DCSLOG  is  made  responsible  for  Act  N because  of  overall 
functional  relationship  to  BASOPS. 

DCSPER  is  made  responsible  for  P-9  based  on  impact  of  man- 
power considerations  on  total  program  management  and  desire  to 
preclude  DAS  involvement  in  operational  resource  management 
functions. 


Reduce  operational  functions  performed  within  OCSA. 

Make  better  use  of  COA  as  HQDA  General  Staff  Head. 

Help  functional  managers  participate  in  PPBS  process. 
Emphasise  importance  of  RM  review  as  HQDA  Staff  function 


ISSUE  #3  --  IMPACTS 


B> 

PRO 


CON 

13 

PRO 


CON 

13 

PRO 


CON 


' ' Re80urce_Miina^ement/RoleofCOA' ' 

Effect  from  eliminating  COA  proponencies? 

\ 

- COA  broad  responsibility  for  Army  Programing  and  Budgeting 
unhindered  by  administration  of  OMA  appropriation  and  BASOPS 
program. 

- RM  review  by  nonproponent  COA  provided  maximum  objectivity. 

- May  be  seen  as  elimination  of  check  and  balance  on  authority 
provided  DCSOPS,  DCSLOG,  DCSPER. 


What  impact  from  transferring  budget  program  responsibilities? 

- OMA  (appropriation  and  programs)  driven  by  functional 
responsibility. 

- DCSOPS,  DCSLOG,  DCSPER  given  authority  and  resources  in 
keeping  with  their  HQDA  Staff  functional  responsibilities. 

- Can  be  viewed  as  added  administrative  burden  on  DCSOPS,  DCSLOG, 
DCSPER. 


Effect  from  COA  performing  RM  review? 

- Helps  ensure  budget  and  program  decisions  are  in  concert  with 
actions  of  functional  managers. 

- Provide  ready  POC  for  Staff  to  obtain  RM  advice. 

- Allows  RM  issues  to  be  addressed  within  HQDA  Staff  and  without 
routine  OCSA  involvement. 

- COA  could  be  viewed  as  a dictator  or  cur  by  some. 


3.S~ 


ISSUE  #4  --  PERSPECTIVE 


I 


ISSlfK  tj.  Sm  iUjC  QlfKSTlONS 


^ "Training  Resources  and  Responsibilities" 

Must  Individual  Military  Training  remain  a DCSPER 
responsibility? 

4B  Charge  DCSOPS  with  DA  Staff  responsibility  for  all  Military 
Training? 


Continue  DCSPER  responsibility  for  pre-commission,  civil 
education,  and  civilian  personnel  training? 

Continue  DCSPER  responsibility  for  loading  the  training 
base,  and  career  management? 

4E  Transfer  Program  8-T  from  DCSPER  to  DCSOPS? 


\ 


ISSUE  14  — FINDINGS  AND  RECOMMENDATIONS 
XdSSUE/  — "Training  Resources  and  Reaponalbllltlca" 

V 

4A  No.  Loss/Gain,  Recruiting, loading  cycle  le 

completed  when  Individual  reporta  for  training. 

4B  Tea.  Training  subjects,  atandarda,  methods,  and  aupport  In 

Individual  Training  Impact  directly  on  Unit  Training  + Readlneaa. 


4C  Tea.  Theae  functlona  are  eaaentlal  part  of  military  and  civilian 

peraonnel  management. 

4D  Tea.  Determining  the  number  of  people  by  MOS  by  month  to  put 

into  training  la  a DCSPER  function,  as  la  career  management  and 
profeaalonal  development  of  military  peraonnel. 

4E  Tea.  Training  coata  and  reaulting  readiness  status  are  paid  for 

from  P-2  and  P-8T  which  must  be  managed  together  under  a single 
manager. 


' •***  ISSUE  #4  --  BASIS  FOR  RECOMMENDATIONS 


''T™niin£_Jleaources_and_Jles£oijiibilitiesM 

I 4aN  Why  i»  individual  military  training  not  necessarily  a DCSPER 
I / function? 

- DCSPER  effort  ie  limited  primarily  to  critical  tasks  of  computing 
numbers  needed,  recruiting  needed  numbers,  and  providing  new 
accessions  for  entry  training. 

- DCSPER  basically  is  not  involved  in  training  per  se  --  what  sub- 
jects, skills,  standards  are  most  effectively  associated  with 
BCT,  AIT  (OSUT),  or  unit,  are  all  related  readiness  and  RM 
issues. 


Why  charge  DCSOPS  with  individual  military  training? 

- BT,  especially  AIT,  prepares  the  new  soldier  to  join  his  unit  in 
ready  to  fight  status,  thus  impacting  directly  on  unit  readiness. 

- BCT,  AIT,  Unit  Training,  and  Unit  Readiness  are  linked  by  a 
series  of  training  decisions,  largely  interactive. 

- Training  costs,  especially  on  complex  equipment,  demand  attent- 
ion on  many  current  training  issues. 

- HQDA  and  TRADOC  used  a training  management  office  to  coordin- 
ate Army-wide  policy,  program,  and  resource  issues. 

- The  Army  particularly  needs  a central  training  office  at  HQDA 
level  to  ensure  training  is  fully  considered  in  all  actions  -- 
R&D,  procurement,  stationing,  MCA,  Reserve  Affairs,  and 
all  aspects  of  resource  management. 


ISSUE  #4  --  IMPACTS 


'Training  Resources  and  Responsibilities" 


What  effect  if  DCSPER  is  not  responsible  for  individual  militai 
training? 


- Function  of  "loading  the  training  base"  should  be  given  a more 
accurate  title  than  individual  training. 
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- Coordination  of  8-0  with  8-M  with  8-T  may  be  more  difficult. 

- All  personnel  computations,  recruiting,  and  management  now 
performed  by  DCSPER  must  continue  as  DCSPER  responsibilities. 

- Probably  necessary  for  DCSOPS  to  monitor  or  share  output  of 
ATRRS/ARPRINT;  if  DCSPER  operates  system. 


Impact  of  DCSOPS  being  responsible  for  all  military  training? 


• HQDA  will  have  a single  training  manager  capable  of  developing 
an  integrated  Army -wide  training  program. 

- With  P-2  and  8-T  under  a single  manager,  tradeoffs  between  the 
training  base  and  units  can  be  developed  while  maintaining  a focus 
on  readiness. 

- Army  in  position  to  optimise  training  research,  developments  and 
support  to  units. 

- Centralized  management  will  place  Army  in  better  position  to 
justify  training  resource  requirements. 

- Career  and  professional  training  requirements  will  necessitate 
coordination  across  Staff  lines. 

- Accessioning  process  link  with  the  training  base  will  require  close 
coordination. 


v.r 


RESOURCE  MANAGEMENT  STUDY  -*  MAJOR  ISSUE  #4  (SUMMARY) 


ISSUE  #5  — PERSPECTIVE 


I 


'^De^^o^MaJdUj^jnd^o^^^^DAT" 

Revise  procedure?  Increase  DAS  role? 

(Yes  or  Mo)  (Yes  or  Ho) 


Involve  CSA  aore? 
(Yes  or  No) 


' P ROBLEMSV  — 

s / ~ 


^HISTORICAfcv 
REVIEW  - \ 

L / 


Excessive  use  of  committees;  great  cost  In  time. 

Looking  to  comalttees  for  decisions;  poor  habits. 

Those  responsible  not  always  fully  Involved. 

Adequate,  timely  guidance  not  a certainty. 

Functional  managers  discouraged  from  making  decisions. 
Some  "critical  decisions"  get  little  attention. 

S EL COM  schedule  too  crisis  oriented. 

Committee  "responsibility"  shifts  from  2-star  to  4-star. 
Limited  CSA  Involvement  on  timely  basis. 

SELCOM  was  created  by  AVCSA  In  1970  to  force  Staff  Heads 
to  address  Issues,  confront  each  other,  and  agree  by 
majority  vote  on  solutions  to  Army  problems. 

General  Staff  traditional  procedures  have  repeatedly 
fallen  short  In  management  environment  of  60’s  and  70’s. 
The  AVCSA  office  served  the  Army  well  for  the  time  and 
circumstances  of  Its  existence. 

Although  the  Technical  services  are  long  gone,  etrong 
veatlges  of  presumed  independence  remain  visible  In 
various  pockets  of  Army  endeaver. 


5TJ 


ISSUE  #5  --  SPECIFIC  QUESTIONS 


5 ''Decision-Making  and  Hole  of  DAS" 

5A  Adopt  revised  decision-making  procedures? 

5B  Increase  role  of  DAS  In  procedure  determination? 

SC  Increase,  very  selectively,  direct  CSA  Involvement  In 
decision-making  process? 


RELATED" 

ISSUES 


50  Encourage  decisions  by  functional  managers  on  coordinated 
matters  within  assigned  responsibility? 

5E  Stress  Importance  of  timely  guidance  and  look  to  DAS  to 
provide  CSA/VCSA  Input? 

5F  Establish,  within  OCSA,  a small  "Policy  and  Guidance" 
office,  headed  by  a Colonel,  charged  with  development 
and  documentation  of  CSA  deaires,  directives,  and  decisions? 

5G  Reduce  the  nuaber  of  standing  committees  by  combining 
BRC  and  PGRC  into  a single  PBC,  chaired  by  COA? 

5H  Reduce  use  of  committees  by  revised  procedure? 

51  Base  annual  SELCOM  schedule  on  monthly  meetings  geared 
to  Critical  Decision  Points? 

5J  Conduct  quarterly  CSA  RM  SELCOM  to  advise  participants, 
permit  timely  decisions,  and  provide  CSA  guidance? 


ISSUE  #5  — FINDINGS  AND  RECOMMENDATIONS 


slon-MaVlngandRoleofOAS" 

' l 

Badly  naedad. 

Key  eleoant  of  charter.  But  needs  time. 

CSA  bears  responsibility,  must  be  Involved.  But  only  to 
extent  warranted  by  his  position. 


5D 

Yes. 

Fundamental  aspect  of  sound  DA  management  actions. 

5E 

Yes. 

Sound  management  principle;  proper  role  of  DAS. 

5F 

Yes. 

PA&E  serves  purpose  now;  need  will  continue. 

5G 

Yes. 

Only  logic  for  two  now  Is  organization  of  PA&E  vs  DAB. 

5H 

Yes. 

Use  of  formal  standing  conslttees  should  be  very  limited 

and  tightly  controlled. 

51 

Yes. 

Will  help  focus  attention  on  key  matters  and  save  time 

of  participants. 

5J 

Yes. 

Practical,  productive  way  to  involve  CSA  in  PPBS  on 

i 

periodic  basis;  should  be  of  value  to  DA  Staff  as  well 

as  CSA. 


ISSUE  S - BASIS  FOR  RECOMMENDATIONS 


~y 


'4 

'jDe^alon^makUjgjnd^ol^o^DAS" 


E> 

E> 


Why  change  declalon-maklng  procedure*? 

• Divided  function*  and  crlela  orientation  have  contributed 
to  poor  habit*. 

- Complexity,  plua  organizational  def lclenclea,  haa  cauaed 
frequent  ue*  of  coimnltteea. 

- Under  normal  preaa  of  bualneaa,  action*  are  taaked 
without  guidance. 

- Revlaed  procedure*  can  focu*  attention  on  way*  to  lncreaa* 
efficiency  aa  well  aa  effect lveneaa. 


Why  look  to  DAS  for  larger  role? 

- DAS,  though  not  a functional  declalon-maker,  direct*  the 
DA  Staff  --  he  la  beat  Informed  to  Judge  prior  knowledge, 
lntereat.  Impact,  And  aenaltlvlty  of  CSA/VCSA  to  varloua 

iaauea. 

- DAS  la  alao  in  an  excellent  poeltlon  to  exercla* 
dleclpllne  over  preacrlbed  declalon-maklng  procedure*. 


Why  lncreaae  CSA  Involvement? 

- CSA  Involvement  muat  balance  with  Importance,  Impact, 
lntereat,  and  reaponalblllty. 

- But  where  appropriate,  CSA  Inviftamant  la  helpful  to  both 
CSA  and  DA  Staff. 
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ISSUE  5 - IMPACTS 


"JJec^tonMjjaVln^J^oJ^ofJASJ' 


Effect  of  revised  procedure? 

- Critical  importance  of  guidance  la  highlighted. 

- Action  officer*  gat  eome  help  before  they  etaff  actlona. 

- More  declelona  ehould  be  made  without  need  for  committee 
review. 


CON:  * Increaaed  reliance  on  normal  ataff  coordination  could 

entail  aome  profeaalonal  rlak. 


Effect  of  DAS  actively  directing  declflon  process? 

- More  selective  use  of  senior  conolttea*. 

- Reduced  time  needed  to  obtain  decisions. 

- DAS  role  helpful  to  DA  Staff,  from  obtaining  guidance  to 
final  decision. 


CON: 


- Role  could  be  viewed  as  obstacle  to  direct  DA  Staff  to 
VCSA/CSA  contact. 


CON: 


Impact  of  greater  CSA  involvement? 

- CSA  advised  in  more  timely  manner. 

- CSA  given  better  opportunity  to  provide  guidance,  make 
decisions  when  appropriate. 

• Key  actions  could  be  delayed  if  CSA  participation  la 
rigidly  required. 


s.r 


Maintain  itatus  qua 


! 


PROBLEMS 


HISTORICAL 

REVIEW 


ISSUE  #6  — PERSPECTIVE 


"Army-Wide 


Management  Pol 


Publish? 


Develop  ARMAAP? 


(Tea  or  Mo) 


(Tec  or  No) 


— Term  "Resources"  undefined,  variously  understood. 


Term  "Resource  Management"  Is  more  buzz-word  than 


specific  function  In  most  usage. 


— "Allocation"  Is  viewed  by  many  as  "management". 


— Military  fundamentals  such  as  Integrity  and  responsibility 


are  losing  predominance. 


Serious  people  speak  of  the  need  for  an  "honest  broker" 


to  keep  staff  actions  In  focus. 


— Army  documents  speak  of  voting  and  non-votlng  membership 


regarding  decision  connlttacs . 


— Coordination  produces  little  controversy  end  lowest 


common  denominator  results. 


MACOMs  and  field  comaands  view  DA  Staff  as  the  Army's 


management  experts. 


— Over  the  years,  the  Army  has  published  many  documents 
regarding  "management". 


— Although  "Resource  Management"  is  a pragmatic' function 
as  well  as  e popular  term,  there  Is  no  single  doctaent 
stating  Army  policy. 


I 


ISSUE  #6  — SPECIFIC  QUESTIONS 


6 "Ar2J^Mlde_Re8ource_Maj>agemen^^ollcj" 

6A  Publish  an  Army-Wide  RM  policy? 

6B  Develop  an  Army  RM  Assistance  and  Assessment  Program 

(ARMAAP)  to  help  field  managers  and  advise  top  management? 


RELATED 

ISSUES 


6C  Charge  COA  with  Army-Wide  RM  policy? 

6D  Charge  TIG  with  field  operation  of  ARMAAP? 

6E  Use  ARMAAP  to  field  validate  DA  RM  policy  and  manning 

guidanca? 


6F  Refocua  Staffing  Guide/Manpower  Surveys  to  lncr 
value  for  field  user? 


6G  Emphasize  Army-wide  role  of  comptrollers  In  RM  ravlaw? 

6H  Stress  need  for  close  face-space  relationship  In  all 
personnel- manpower  management? 

61  Revalidate  policy  that  MACOM  HQ  organization  la  a MACGH 
determination? 

6J  Establish  such  thresholds  and  Informational  reporta  aa 
required  to  preclude  the  policy  of  decentralization 
from  being  counter-productive? 


ISSUE  #6  — FINDINGS  AND  RECOMMENDATIONS 


* If  RMR  responsibility  Is  assigned  to  other  than  CQA,  ARMAAP  prograa  management 
should  also  be  assigned  to  that  other  agency,  i.e.,  PA&E  in  OCSA 


ISSUE  #7  — PERSPECTIVE 


i 


f 


"^areerjrtanagemen^lmgact*" 

Manpower,  Military/Clvilien  OK?  RM,  Military/Civilian  OK? 

(Yes  or  No)  (Yea  or  No) 

Military  Manpower  specialty  obscured  by  Operations. 

— Civilian  Manpower  specialty  111-deflned,  mixed  with 
management  analysts. 

— RM,  except  in  very  narrow  Interpretation, la  not  now 
an  Integral  part  of  military  or  civilian  training. 

Training  of  civilian  personnel  lacks  purpose,  cost 
effectiveness  analysis,  and  long  range  benefits. 

— Civilian  Personnel  rules  at  times  prevent  actions  needed 
for  sound  management  and  are  out  of  step  with  military 


requirements  as  well  as  military  personnel  management. 


Manpower  Control  Offlt  -r  MDS  2265  Incorporated  In  Specialty 
Code  41A  Personnel  Menagement  under  OFMS 


— Officer  manpower  specialists  classified  as  Operations  and 
Force  Development  Staff  Officer,  54A. 

--  Civilian  manpower  specialists  (GS  343  Management  Analysts) 

covered  by  Career  Program  26  (Manpower  and  Force  Management). 

— Methods  and  Standards  spsclallsts  (primarily  GS-343  Management 
Analysts)  covered  by  Career  Program  11  (Comptrollershlp) . 


I 7/ 
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ISSUE  #7  — SPECIFIC  QUESTIOHS 


"C*«e^JUanagenient_^m£«ct«" 

l 

I»  manpower  specialty  best  placed  now  for  mllitaryT 
la  manpower  specialty  best  placed  now  for  civilians? 

Is  resource  management  adequately  treated  today  in 
military  specialties? 

Is  resource  management  adequately  treated  today  in 
civilian  specialties? 

In  view  of  needs,  cost,  and  time  Involved,  Is  proper 
attention  given  Army  Civilian  Personnel  training? 

Is  centrsllted  DA  level  management  by  DCSPER  of  Army  Clvlllen 
Personnel  training  needed  to  make  best  use  of  clvlllen 
manpower  authorizations  and  funds? 

Is  effective  utilization  of  Army  Civilian  Personnel  hampered 
by  some  CSC  rules  and  regulations? 


ISSUE  #7  --  FINDINGS  AND  RECOMMENDATIONS 


\issuy 

Y 


78 


7C 


7D 


7E 


7F 


7C 


',Car^er_JMana^emen£_Im£act*M 

No.  Would  be  better  eeparate  or  part  of  Peraonnel  Management. 
No.  Would  be  better  with  a eeparate  profeealonal  level  and 
technician  level. 

No.  Deservea  attention  by  Army  Schoola  aa  eoon  aa  RM  Policy 
la  publlehed;  poeelbly  Include  Programing. 

No.  Senior  Civilian  Officiate  must  depend  on  Army  Schoola; 
others  learn  functional  management. 


No.  Needs  same  degree  of  management  scrutiny  aa  military 
training;  not  getting  It. 

Tea.  If  best  use  la  to  be  made  of  civilian  expertise  and 
stability,  vitally  Important  to  provide  and  manage 
sound  training  programs  of  Army-wide  benefit. 

Yes.  Onus  should  be  on  civilian  employees  to  meet  Army 

management  requirements,  reasonably  specified,  and  except 
for  actual  combat,  civilian  employees  and  military 
peraonnel  should  be  treated  with  equal  consideration. 
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a*  ISSUE  #8  --  PERSPECTIVE 


(MAJOR  " 

J— / 


Irngleraenta^iort" 

Concurrent? 
CWS  or  NO) 


When? 


(NOTE:  Problems  are  associated  with  previous  (1974) 
reorganisation.) 

Most  significant  problem  associated  with  1974  reorganisation 
. was  audit  trailing  spaces  and  tracking  Job  descriptions 
(ensuring  Job  descriptions  were  accoemodated) . 

Other  problems  were:  developing  a new  mission  and  functions 
manual  and  revising  DA  publications. 


(historicaK  — 
REVIEW  \ 


Last  major  reorganisation  of  Army  Staff  was  In  1974. 

(Remaining  historical  comments  refer  to  this  reorganisation) 

Transfer  of  spaces  and  budget  related  functions  made,  effective 
at  end  of  FY. 

CSA  decision  Included  apace  allocation,  mlaslons  and  functions 
down  to  directorate  level. 


— Some  "compromising"  occurred. 

--  Coordination  with  building  administrator  aimed  physical 
moves.  Some  by  5*6  months.  (Remodeling,  etc.) 

--  Determined  that  it  was  Infeasible  to  achieve  an  "overnight” 
transition. 


ISSUE  #8  — SPECIFIC  QUESTIONS 


"Jmj>len>enta£lon" 

Make  change*  concurrent,  concentrated  about  "I-Date"? 
Beat  time  for  concurrent  execution? 


Who  ahould  be  responalble  for  planning  and  execution? 

How  ahould  manpower  apacea  be  determined? 

How  can  costa  be  kept  to  a minimum? 

How  can  staff  concern,  discomfort,  and  Inconvenience 
be  minimized? 


8H 


What  policies  are  needed  to  assist  smooth  changes? 

What  "special  actions  are  needed  to  ensure  execution 
la  accomplished  as  planned? 


ISSUE  #8  -•  DISCUSSION  AND  RECOMMENDATIONS 


HHIS  PAGE  IS  BEST  QUALITY  F8AfiTICAM»l 
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8A  Tm.  If  change*  are  made  a equent tally- -very  difficult  to  manage. 


8B  Depends  on  focua: 

o for  PPBS,  January  79. 

o For  planning,  no  earlier  than  August  or  September  78. 
o Fpr  preparation,  no  earlier  than  September  or  October  70. 
o For  summer  personnel  changes.  Fall  preferred, 
o For  ADP  eye terns,  month-end  Is  best, 
o For  Civilian  Personnel,  end  of  pay-period  Is  best, 
o For  OSD  Studies  now  ongoing,  6-12  months'  delay  needed, 
o For  physical  move,  long-weekend  desirable. 

Best:  Implementation  - end  January  79. 

Meat  Best:  March  1979 


I 


BC  Several  possibilities: 

o RMSG  (in  part)  could  direct,  coordinate  effort, 
o D/M  could  direct  through  establishment  of  functional  work  groups, 
o DA  Staff  Beads  could  be  responslbile  for  new  organizations  If 
necessary  coordination  is  provided  from  OCSA. 
o Director  Level  Personnel  involved.  If  designated  early,  could 
carry  major  role  in  planning,  execution. 

Best:  Combination  of  Directors,  Staff  Heads,  and  OCSA  working  groups 
direction  and  control,  by  D/M  or  RMSG. 

• . 

6D  Centrally  controlled--full  involvement  of  fractional  head*: 

o Fractional  work  groups  can  provide  base  organizstlon. 
o Directors  and  Staff  Heads  should  provide  their  position, 
o DAS  delegated  authority  to  approve  Implementation 
plan. 

o On-site  survey  to  follow  during  first  year  of  operation  for 
fixing  final  authorizations. 

BE  Possible  Considerations: 

O No  Initial  remodeling  (partitions,  painting,  etc)  raless  "critical" 
need  can  be  demonstrated, 
o No  additional  furniture. 

o Mo  physical  move  raless  clearly  required  for  efficient  operations. 

8F  Possibilities: 

o Extensive  Information  briefings, 
o Authorize  compensatory  time. 

o Close  down  operations  (emergencies  excepted)  for  those  Involved 
in  moves. 

o Authorize  aarly  moves  if  feasible. 

• Take  Into  consideration  civilian  pay  periods  and  "major  action" 
deadlines. 

BC  Need  to  address: 

• Space  management — keep  own  furnishing* , other  property. 

• Remodeling  authority. 

• Procedures  for  evaluating  auggestlons,  proposals,  complaints. 

SB  Possibilities : 

• Schedule  CSA,  VCSA,  and  DAS  to  vlelt  all  involved  offices  soon  after 
lapl  ementatlon. 

• Require  JH  Initiate  a "first  year"  assessment  report. 


I 


I 
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- BASIS  FOR  RECOMMENDATIONS 


"l=El  — nt  it  Ion" 

¥hv  must  organisational  changes  occur  close  to  "I-Date"T 

• Sequential  functional  change*  apraad  over  tine  would 
contribute  to  problem*  In  Implementation  management  and 
perpetuation  of  turbulence. 

■ Close  Interface  between  major  functional  area*  realigned 
require  virtually  elmultaneoue  Implementation. 

- Sequential  change*  over  time  may  not  raault  In  total 
reaource  management  Improvement e deelred. 


Why  1*  end  January  the  be»t  Implementation  time? 

• Period  hit*  the  reaource  management  "window”  of  before 
POM  eubmlaalon  but  after  PY  78  Budget  development. 

- Optimise*  critical  areaa  impacting  on  Implementation  timlng-- 
PPBS,  ADP  systems,  civilian  pay  period. 

Why  1*  a combination  of  responsibilities  required  for  planning 

and  execution  of  functional  realignment*? 

* Central  OCSA  direction  and  control  Is  necessary  to  Insure 
management  concept*  and  expanded  functional  responsibilities 
are  effected. 

* - Detailed  Staff  agency  planning  Id  necessitated  by  changing 
roles,  to  minimize  turbulence,  and  to  lnaure  manpower  audit 
trails. 

■ Designation  of  functional  Directors  as  planning  group  heed* 
provides  expertise  for  decalled  process  development. 


Why  Is  central  control  of  manpower  changes  necessary? 

* To  Insure  elimination  of  manpower  audit  problems  similar 
to  those  encountered  during  the  1974  Staff  reorganisation. 

- functional  planning  groups  and  Staff  agencies  must  develop 
base  organisations  but  central  control  la  necessary  to  ensure 
concept  Implementation  to  preclude  "compromlsee”  that  affect 
the  desired  results. 

How  can  cost  of  functional  realignments  be  minimised? 

- Ho  physical  organisational  moves  allowed  unless  clearly 
required  for  efficient  operation  e.g..  Ho  real  need 
foreseen  to  Initially  merge  PA  A E and  other  COA  offices 
due  to  relative  proximity. 

- Coordinate  transfer  of  existing  furniture  and  facilities, 
without  delay  for  ramodellng/refurnishlng. 


Bee oeaisndat  Ions  are  explanatory 


lecommeudatlon*  are  explanatory 


Why  are  "special  actions"  needed  to  ensure  execution  Is 
accomplished  a*  planned? 

- To  provide  emphasis  to  changes  In  resource  management  concepts 

- To  ensure  the  sum  of  the  functional  reallgments  Implemented 
equals  the  totality  of  planned  Improvements. 


-n 


XIX.  DA  STAFF  DECISIONS 


DROPPED  AND  DEFERRED  ISSUES 

1.  Decisions  on  study  recommendations  were  made  by  the  CSA  on  25  May 
1978.  Prior  to  this  date,  several  SELCOMS  were  held  for  the  purpose  of 
finalizing  DA  Staff  resource  management  recommendations.  The  first  of 
these,  held  on  4 April,  was  primarily  informative  and  resulted  only  in 
decisions  relative  to  issues  that  were  dropped  or  deferred  and  to  a 
target  implementation  date  of  1 Oct  1978.  Issues  dropped  or  deferred  as  a 
result  of  this  first  SELCOM  follow: 

a.  Sub-issues/questions  dropped  from  further  study  consideration 
by  VCSA  decision: 

(1)  Army  Programing 

(a)  Does  performance  of  the  function  hinder  DAS  missions? 

(b)  Is  guard  against  excess  COA  power  needed? 

(2)  Resource  Management/Role  of  COA 

(a)  Shift  OMA  directorship  to  DCSOPS? 

(b)  Hold  COA  responsible  for  DA  staff  coordination, 
review  and  program  integration  of  Reserve  Component  resource  management 
actions? 

(3)  Decision-Making  and  Role  of  DAS 

(a)  Establish  Policy  and  Guidance  office  within  OCSA? 

(4)  Army-wide  Resource  Management  Policy 

(a)  Stress  need  for  close  face/space  relationship  in 
all  personnel-manpower  management? 

(b)  Revalidate  policy  that  MACOM  HQ  organization  is 
a MACOM  determination? 

b.  Sub-issues/questions  deferred  by  VCSA  decision: 

(1)  Manpower  Management 

(a)  Form  SSA/FOA  for  ADP  Support? 

(b)  Treat  CITF  as  Manpower  function? 


XIX-1 


(c)  Establish  Civilian  Pay  Acc't? 


(2)  Resource  Management/Role  of  COA 

(a)  Emphasize  COA  Cost  Analysis  capability  for  technical 

review? 

(b)  Redefine  Appropriation  Director  responsibilities 
into  fiscal  and  functional? 

(3)  Decision-Making  and  Role  of  DAS 

(a)  Adopt  revised  decision-making  procedures? 

(b)  Increase  role  of  DAS  in  decision  procedure  determination? 

(c)  Increase,  very  selectively,  direct  CSA  involvement 
in  decision-making  process? 

(d)  Encourage  decisions  by  functional  managers? 

(e)  DAS  emphasize  guidance? 

(f)  Combine  PGRC  and  BRC  into  PBC,  chaired  by  COA? 

(g)  Reduce  use  of  committees  through  revised  procedures? 

(h)  Schedule  SELCOM  monthly  geared  to  critical  decision 

points? 

(1)  Conduct  quarterly  CSA  RM  SELCOM? 

(4)  Army-wide  RM  Policy 

(a)  Develop  Army  RM  Assistance  and  Assessment  Program 

(ARMAAP). 

(b)  Charge  TIG  with  DA  Staff  responsibility  for 
field  operation  of  ARMAAP. 

(c)  Institutionalize  Armyr.wlde  role  of  comptroller 

in  RMR. 


(d)  Use  ARMAAP  to  field  validate  DA  RM  Policy  and 

manning  guidance? 

(e)  Refocus  Staffing  Guides/Manpower  Surveys  to 
increase  value  for  field  user? 
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(5)  Career  Management  Impacts 

(a)  Establish  speciality  code  for  Manpower  Management 

in  OPMS  and  EPMS. 


(b)  Place  all  manpower  specialists  in  manpower 
Career  Program  (26) . 


(c)  Increase  emphasis  on  RM  training  for  military 

managers . 

(d)  Increase  emphasis  on  RM  training  for  civilian 

managers . 


(e)  Have  DCSPER  provide  centralized  DA  management  of 
civilian  personnel  training. 

(f)  Seek  changes  in  policy  regarding  the  management 
of  DA  civilian  personnel  in  line  with  the  needs  of  the  Army. 

(6)  Implementation 

(a)  Make  changes  concurrent,  concentrate  about  "I-Date" 

c.  Issues  in  the  deferred  category  have  been  referred  to  the 
Director  of  Management  for  additional  evaluation. 


2.  At  the  2nd  and  3rd  SELCCM's,  18  April  and  4 May  78  respectively, 
substantive  recommendations  were  formulated.  Because  of  the  action 
taken  earlier  to  drop  or  defer  certain  issues,  SELCOM  recommendations 
focused  on  five  major  issues  rather  than  the  original  eight  as  shown  in 
figure  XIX-1: 


THE  MAJOR  ISSUES 


INITIAL  FINAL 


1. 

Manpower  Management 

1. 

Manpower  Management 

2. 

Training  Management 

2. 

Training  Management 

3. 

Army  Programing 

3. 

Resource  Management  Review 

4. 

Resource  Management /Role 

4. 

BASOPS  and  Other  Functional 

of  COA* 

Transfers 

5. 

Decision-Making  and  Role  of 

5. 

Resource  Management  Policy 

DAS  ** 

6. 

Implementation 

6. 

Resource  Management  Policy 

7. 

Career  Management  Impacts  ** 

8. 

Implementation 

NOTES:  * Restructured 

**  Major  issues  deferred  or  dropped 


Figure  XIX-1 
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8TAFP  RECXamgADAT  lows 


■ASOPS  il 8 Oth* r rmctkul  Traaafer* 

• Traoafar  program/ functional  nanaganant  reeponalbllltea  Iron 
COA  aa  follow* : 

ao  ■*■*  Oporaciona  Troop  Support  Activity  management 

(functional  account*  A,  I,  C,  D,  I,  T,  C,  M,  P,  Q)  to 
OOCSLOC 

oo  Sa*a  Oparatlon*  RFHA  managamant  (functional  account* 

I,  J,  r,  L,  M,  R)  to  OCE 
oo  PYOP  Program  9 to  ODCSPER 

oo  Functional  management  of  la a*  Operation*  Account  ■ to 
ODCSPER 

oo  AIP  management  (axclualv*  of  fiscal  r**pon*lblllt*a)  to 
OOCSLOC 

Reaourc*  Hanagomant  Policy 

o Charg*  the  COA  to  develop  an  Amy-vida  policy  for  th* 
affactlv*  managamant  of  raaourcaa 

o Th*  tarn  "Raaourcaa"  mean*  "all  manageable  aaaata 

Including  tin*" 


f.  Imp la 


o Maka  Implementation  of  required  functional  raallgnmant* 
affactlv*  1 Oct  78 

m Relegate  th*  DAS  to  apprev*  th*  datallad  Raaourca 
Managamant  Study  Implementation  plan 


a All  1AS0PS  racommandatlona  approved 


0 IN  Policy  racommandatlona  approved 


0 Implementation  recommendation*  app raved 


2.  CSA/VCSA  decisions  keyed  to  each  of  the  recommendations  discussed 
within  chapters  V through  XIV  are  outlined  below: 


RECOMMENDATION 


ACTION 


Manpower  Management 


Programing  and  Budgeting 


CSA  approved 

CSA  approved.  Methods  and  Standards 
transfer  limited  to  manpower  related 
policy 


VI- A- 7 


VI-A-8 


VI-A-8 


CSA  approved  alternative 
(see  page  VI-B-1) 

CSA  approved  alternative 
(see  page  VI-B-1) 

CSA  approved,  integral  to 
decision  on  alternative 


Resource  Management/ 
Role  of  COA 

Bla. 

Blb(l) 

Bib (2) 

B2b(3) 


VII-B-11  OMA  dropped,  CSA  approved  BASOPS 

VII-B-11  CSA  approved  alternative  1 

(see  page  VII-D-1) 

VII-B-11  CSA  approved 

VII-B-11  CSA  approved  alternative 

(see  page  VII-D-6) 

VI1-C-2  CSA  approved 

V1I-C-8  CSA  approved  alternative 

(see  page  VII-D-6) 


XIX- 5 


1 1 


RECOMMENDATION 

Training  Resources  and 
Responsibility 


PAGE 


ACTION 


1 

VIII-13 

CSA  approved 

2 

VIII-14 

CSA  approved 

3 

VIII-15 

CSA  approved 

Military  and  Civilian 

Career  Field  Impacts 

A1 

IX- A- 3 

Deferred  by  VCSA  decision 

A2 

IX- A- 3 

Deferred  by  VCSA  decision 

B1 

IX- B- 3 

Deferred  by  VCSA  decision 

B2 

IX- B- 3 

Deferred  by  VCSA  decision 

B3 

IX- B- 3 

Deferred  by  VCSA  decision 

B4 

IX- B- 3 

Deferred  by  VCSA  decision 

Army-Wide  Resource 
Management  Policy 

1 

2 

Field  Management  Advisory 
and  Assessment  Capability 


Reserve  Component 
Considerations 


X-l  CSA  approved 

X-l  CSA  approved 


XI-5  Deferred  by  VCSA  decision 


XII-5  Not  addressed  separately  but 

Integral  to  Programing  alternative 
decision 

XII-5  Subordinate  recommendations 

dropped  or  deferred  by  VCSA 
decision 


Special  Considerations  - 
AIF,  NAF,  CITF 


Ala 

XIII-A-3 

CSA  approved 

Alb 

XIII-A-3 

CSA  approved 

B1 

XIII-B-6 

See  Note  1 

Cla 

XIII-C-3 

See  Note  1 

Clb 

XIII-C-4 

See  Note  1 

Clc 

XIII-C-4 

See  Note  1 

XIX- 6 


NOTE  1:  Tied  to  CSA  decision  on  Manpower  management  to  charge  the 
Director  of  Manpower  in  DCSPER  to  give  special  attention  to  the 
impact/integration  of  AIF,  NAF  and  CITF  spaces. 


Decision-making  and 
Role  of  DAS 


la. 

XIV-5 

Deferred  by  VCSA  decision 

lb. 

XIV-5 

Deferred  by  VCSA  decision 

lc. 

XIV-5 

Deferred  by  VCSA  decision 

Id. 

XIV-5 

Deferred  by  VCSA  decision 

le. 

XIV-5 

Deferred  by  VCSA  decision 

If. 

XIV-6 

Dropped  by  VCSA  decision 

lg. 

XIV-6 

Dropped  by  VCSA  decision 

1.  PURPOSE.  This  memorandum  provides  for  the  establishment  of  a study  group 
to  assess  the  feasibility  of  establishing  an  Array  Staff  agency  for  resource 
management. 

2.  REFERENCE.  HQDA  Memorandum  for  Heads  of  Army  Secretariat  Agencies  and  Heads 
of  Army  Staff  Agencies,  dated  8 July  1977,  subject:  HQDA  Reduction  Planning. 

3.  BACKGROUND. 

..  * 

' a.  Resource  (dollar  and  manpower)  management  responsibilities  on  the  Army 
Staff  are  distributed  among  several  Staff  agencies. 

b.  Operational  experience  at  TRADOC  and  USAREUR  his  confirmed  that  the 
single  manager  concept  (Deputy  Chief  of  Staff  for  Resource  Management)  is  a 
feasible  organizational  alternative  'at  the  MACOM  level. 

c.  A 1976  Manpower  Management  Function  Study  condicted  at  HQDA  to  address 
manpower  problems  surfaced  by  OTIG  recommended  subject  study  be  initiated. 

d.  The  Vice  Chief  of  Staff,  Army  (VCSA)  directed  tiiat  subject  study  be 
conducted  as  soon  as  possible. 

4.  MISSION.  The  mission  of  the  study  group  is  to — 

a.  Assess  the  feasibility,  desirability,  and  expected  Impact  of  consolidating 
programing,  budgeting,  financial  management,  and  manpower  management  responsibi- 
lities in  a single  Army  Staff  agency. 

b.  Propose,  and  evaluate  implications  of,  organizational  alternativ  for 
resource  management  and  identify  relationships  and  inteofaces  among  the  A.my 
Staff,  the  field,  and  external  agencies. 

«_ 

c.  Propose,  and  evaluate  implications  of,  changes  ao  existing  military 
and  civilian  career  management  fields  to  accompany  organizational  alternatives 
proposed. 


* This  memorandum  supersedes  CSM  77-5-27,  dated  13  Jose  1977,  subject  as  above. 
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SU3JECT:  Study  of  Resource  Management  on  the  Army  Staff 


d.  Recommend,  and  identify  resource  implications  of,  alternative  courses 
of  action  to  the  VCSA  for  approval. 

e.  Prepare  and  coordinate  an  implementation  plan  for  approved  actions. 

5.  COMPOSITION.  The  study  group  will  consist  of — 

a.  A chairman  designated  by  the  Director  of  the  Army  Staff  (DAS). 

b.  Full-time  working  members  (04/05  or  GS-13/14)  from  ODCSOPS,  ODCSPER, 
and  OCA.  Members  must  be  knowledgeable  of  the  resource  management  functions 
and  responsibilities  of  their  organizations. 

6.  SCOPE.  The  study  will  encompass  all  aspects  of  the  resource  management 
and  allocation  process  at  HQDA.  Organizational  structure,  staff  relationships, 
operating  procedures,  and  functional  responsibilities  will  be  addressed. 
Constraints  are  as  follows: 

a.  The  Report  of  phe  Manpower  Management  Study  Group,  dated  28  February  IS 77, 
and  results  of  the  1977  manpower  survey  of  OCA  will  be  used  as  source  documents 
for  the  study. 

b.  The  Appropriation  and  FYDP  Program  Director  structure  as  described 
in  CSRs  11-5  and  37-4  should  remain  basically  intact  to  provide  checks  and 
balances  with  the  single  manager.  However,  the  study  group  may  recommend 
adjustments  to  this  basic  framework  to  eliminate  unnecessary  duplication 
and  to  accommodate  Staff  realignments  that  may  be  recommended. 

c.  Staff  agencies  should  retain  an  internal  capability  to  manage  agency 
resources  and  accomplish  Program  Director  responsibilities. 

7.  STAFF  RELATIONSHIPS. 

a.  The  study  group  chairman  is  authorized  direct  access  to  OSA,  Army 
Staff  agencies,  major  commands,  and  field  activities  to  obtain  information 
and  assistance  in  connection  with  the  study. 

b.  Taskings  will  be  accomplished  through  the  DAS. 

c.  The  study  group  will  work  in  close  concert  with  the  Steering  Committee, 
Support  Croup,  Manpower  Functional  Work  Group  (FWG),  and  Financial  R'G 
established  by  referenced  memorandum.  Direct  access  to  other  FWG  is 
authorized  as  required.  Close  coordination  with  PA£D,  OCSA  is  required. 

d.  The  study  group  chairman  will  invite  representatives  of  OSA  offices 
•to  consult  with  the  study  group  as  required. 
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OBJECT:  Study  of  Resource  Management  on  the  Army  Staff 
. DIRECTION  AND  CONTROL. 

a.  The  Director  of  Management,  OCSA,  is  assigned  overall  responsibility 
or  the  study  effort. 

b.  The  study  group  chairman  will  report  to  the  Director  of  Management. 

c.  The  study  will  be  conducted  in  accordance  with  the  milestone  schedule 
it  the  Inclosure. 

d.  The  study  group  will  remain  active  for  a sufficient  period  of  time  to 
develop  and  staff  an  implementation  plan  for  approved  resource  management  actions 
unless  terminated  sooner  by  the  DAS. 


9.  ADMINISTRATIVE  SUPPORT. 


a.  All  administrative  support  (space,  clerical,  equipment)  will  be 
provided  by  DDAS(ES),  OCSA. 

b.  Funds  for  travel,  per  diem,  and  overtime  will  be  provided  by  the 
parent  organization  of  the  study  group  member.  Other  costs  incident *to  and 
in  support  of  this  effort  will  be  provided  by  OCSA. 


c.  Army  Staff  agency  points  of  contact  and  study  group  members- from  ■ — ^ 
ODCSPER,  ODCSOPS , and  OCA  will  be  as  designated  in  response  to  CSH  77-5-27^' 
unless  substitutes  are  designated  by  Staff  agencies.  Names" and *"e?ctensions  of 
substitutes  should  be  provided  to  Management  Directorate,  OCSA  (MAJ  Campbell, 
ext.  77343)  NLT  22  July  1977. 


BY  DIRECTION  OF  THE  CHIEF  OF  STAFF: 
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SUSPENSE: 

All  addressees — 22  Jul  77— para  9c 


OHN  R.  McGl/ij-p.T 

ant  V*SSe ral. 


JOH 

Lieutenant  (««Seral,  GS 
Director  of  the  Army  Staff 


CF: 

OSA  (Adm  Asst) 
ASA(ILSFM) 

MD,  OCSA 
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DATE. 

22  July  1977 
25  July  1977 

27  July  1977 

16  September  1977 


20  September  1977 

27  September  1977 

28  September  1977 

**** 


ACTION 


Chairman  assigned.  * 

/Study  group  members  report  for 
duty. 

t 

Study  group  initiates  work  with 
Manpower  and  Financial  Management 
FWC. 

< 

Concept  for  resource  management 
on  the  Army  Staff  (i.e.,  consolidated 
agency  or  distributed  functions) 
submitted  to  Reduction  Planning 
Steering  Conmittee. 

IPR  conducted  in  conjunction  with 
reduction  planning  IPR.  VCSA 
approval  of  concept  requested. 

Adjustments  to  concept  prepared  for 
inclusion  in  reduction  plan. 

Concept  for  resource  management 
forwarded  to  Si  and  CSA  as  part 
of  draft  reducaion  plan. 

Refinement  of  concept  and 
preparation  of  implementation 
plan  for  approved  resource 
management  concept  (date  to  be 
determined  based  on  guidance  f a 
VCSA  or  CSA) . 
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t»>Mt  31  July  1°7S 


CHIEF  OF  STAFF 

Memorandum 

U.  S.  ARMY 


SUBJECT-  Study  of  Resource  Management 
on  the  Aray  Staff 


oi»t»  A 


c«.  77-5-39 

»*tc  15  August  1977 

f ilc  CS310.1  (15  AuS  77> 


ACTION  orricK'liT 

MAJ  Campbell/ls/7730 


MEMORANDUM  FOR:  HEADS  OF  ARMY  STAFF  AGENCIES 

d,.,d  15  July  1971,  «*!•«  - *•».  «*"<"  “ 

Page  2,  paragraph  5b. 

* b.  (Superseded).  taoS^MbL'n^th^0**’ 

SSS  mnageaent^”  functions^and°»s?onsib llities  of  their 


BY  DIRECTION  OF  THE  CHIEF  OF  STAFF: 


JOHN  R ^fC/FTTS' 


Lieutenant 


nant'fcifel.  GS 


CF: 

OS A (Adsin  Asst) 
ASA(II.SFM) 

MD,  OCSA 
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CHIEF  OF  STAFF 

Memorandum 

U S ARMY 


diun  _A  _ lapiHo  31  July  l')7B 
cm  ^7-5-59 
DATt  29  November  1977 


SUBJECT:  Study  of  Resource  Management  on  tliu 
Army  Staff 


nit  CS  310.1  (29  Nov  77) 

ACTION  OFFICtN/tAT 

MAJ  Campbell/ls/77343 


MEMORANDUM  FOR:  HEADS  OF  ARMY  STAFF  AGENCIES 

CSM  77-5-36,  dated  19  July  1977,  subject  as  above.  Is  changed  as  follows: 

' Page  2.  paragraph  4.  Add  subparagraph  f as  shown  below. 

f.  Assess  training  management  on  the  Army  Staff  and  recommend — 

(1)  Changes  in  the  Army  Staff  organization  for  training  management  that 
will  contribute  to  improved  resource  management  capabilities. 


(2)  Changes  in  Army  Staff  organization,  procedures,  and  staff  relatlon- 
shlps/responslbllltles  to  optimize  training  management. 

Page  2.  paragraph  5.  Add  subparagraph  c as  shown  below. 

c.  Part-time  representatives  from  Army  Staff  agencies  assigned  responsi- 
bilities for  training  management.  Members  must  be  kmwledgeable  of  their 
parent  agency's  training  responsibilities  and  will  ailment  the  study  group 
as  required. 

Page  3.  paragraph  8.  Add  subparagraph  e as  shown  beliw. 

•.  The  training  assessment  will  be  conducted  in  aoordi nation  with  the 
following  study  efforts:  Army  Training  Study  (chairei  by  BG  Frederic  ’. 
Brown,  III)  and  the  Review  of  Education  and  Training  Bor  Officers  (RET  ) 
(chaired  by  MC  Benjamin  L.  Harrison). 

Inclosure . Remove  the  lnclosure  to  CSM  77-5-36  and  aibstltute  the  at  ched 
lnclosure. 


BY  DIRECTION  OF  THE  CHIEF  OF  STAFF: 
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CP: 

OSA  (Admin  Asst) 

ASA(ILlFM) 

MD,  OCSA 

Chairman,  RETO  Study  Croup 
Chairman,  Army  Training  Study  Croup 
• 

«■  ■(!•»  1 Mia  — 


JOHN  R.  Mclunr'jlKT 
LleutenantAu^cral , GS 
Director  oFtle  Army  Staff 


APPENDIX  C 


SHIS  PAQ5S  IS  BEST  QUALITY  PRACTICAL! 

ISO!  flQEY  CBftSfflBD  ■ 


i 


DATE 

22  July  1977 
25  July  1977 
27  July  1977 


15  September  1977 
8 November  1977 
21  November  1977 
November/December  1977 
31  December  1977 
31  January  1977 


March  1977 
April  1977 


INCLOSURE 


MILESTONE  CHART 

ACTION 

Chairman  assigned. 

Study  group  members  report  for  duty. 


Study  group  initiates  work  with  Manpower  and 
Financial  Management  FWG. 


IPR  with  VCSA. 

1PR  with  agency  deputies. 

IPR  with  SELCOM. 

Update  briefing  for  CSA. 
Research  and  analysis  completed. 


Draft  study  plan  completed  and  staffing 
initiated. 


Decision  briefing  to  CSA/VCSA. 
Implementation  plan  published. 
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Resource  Management  in  the  Army 
1776  - 1978 
Before  World  Vfar  IT 


Resource  management  in  the  Army  since  the  Revolution  has  been  the 
process  by  which  funds  and  manpower  have  been  distributed  throughout 
the  Army  under  strict  limits  established  by  Congress.  The  emphasis 
until  World  War  II  generally  was  on  accountability  for  funds  spent 
rather  than  the  Army's  military  capabilities  or  performance. 

Congress  deliberately  fragmented  responsibility  for  resource 
management  among  the  chiefs  of  a number  of  tightly  centralized 
bureaus,  later  called  the  technical  services.  Practically  all  the 
money  Congress  appropriated  for  the  Army  was  divided  among  these 
services  down  to  FY  1953.  They  controlled  their  own  programs  and 
budgets,  personnel  management,  training,  operations,  and  supply 
systems. 

Nowhere  in  the  Army  was  there  a single  executive  responsible  for 
managing  bureau  operations  in  the  interests  of  the  Army  as  a whole. 
Bureau  activities  overlapped  each  other  in  the  field,  and 
disagreements  went  directly  up  the  bureaus'  chains  of  command  to  the 
Secretary  of  War  who  lacked  the  technical  knowledge  to  settle  them. 
All  these  disputes  generated  tons  of  paperwork  wrapped  in  red  tape. 

Secretary  of  War  Elihu  Root  created  the  Office  of  Chief  of  Staff 
assisted  by  a General  Staff  to  introduce  greater  order  and  discipline 
in  managing  the  Army's  resources.  The  Chief  of  Staff  would  reflect 
the  interests  of  the  Army  a3  a whole  in  settling  the  bureau?' 


__  TQ  BBST  QUALITY  1 

1818  io  SBS 


PBACTlCAWa 


i 

I 


APPENDIX  D 


parochial  disputes.  In  practice,  Congress  prevented  the  Chief  of 
Staff  and  the  General  Staff  from  exercising  effective  control  over 
the  bureaus'  management  except  during  the  last  months  of  World  War  I. 
Congress  even  prohibited  the  use  of  those  industrial  management 
techniques  associated  with  Frederick  V.  Taylor's  "Scientific 
Management." 

After  World  War  I Congress  created  additional  bureaus  for  the 
combat  arms  who  became  responsible  for  personnel  management  and 
training  with!"  their  jurisdiction.  One  of  those  v?.s  the  infant  Air 
Service,  which,  during  the  long  armistice  between  the  two  world  wars, 
was  able  to  obtain  limited  funds  for  research  and  development 
performed  under  contract  by  the  infant  aircraft  industry.  The  other 
bureaus  tried  to  get  along  with  extremely  limited  funds  for 
procurement  and  installation  operation  and  maintenance,  funneled 
through  the  technical  bureaus.  Congress  also  required  the  War 
Department  to  create  a budget  officer  who  would  be  responsible  to  a 
new  Congressional  Bureau  of  the  Budget.  The  Chief  of  Finance  was 
assigned  this  function,  which  was  largely  a matter  of  cutting  budget 
requests  from  the  bureaus  before  submission  to  Congress  during  the 
inter-war  years. 

The  General  Staff  created  by  General  Pershing  determined  policies 
in  the  functional  areas  of  personnel  and  administration; 
intelligence;  organization  and  training;  supply,  and  war  plans.  They 
had  no  substantive  control  over  resource  management.  Their  primary 
mission  was  to  recommend  what  policies  should  be  adopted  in  their 
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functional  areas  and  to  supervise  their  execution  once  they  had  been 
approved.  Their  procedures  involved  extensive  lateral  coordination 
which  often  resulted  in  avoiding  controversial  disagreements  through 
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waffled  compromises  or  passing  tnem  on  to  the  Chief  of  Staff.  They 
were  generally  unable  to  distinguish  between  important  questions  of 
policy  and  minor  administrative  details  which  tended  to  clog  channels 
of  communication.  In  time  the  General  Staff  became  a ponderous  staff 
layer  between  the  agencies  directly  responsible  for  managing  the 
Army’s  resources  and  tae  Chief  of  Staff. 


MaclsLWar  II 

This  dilapidated  structure  for  managing  the  Army  resources  broke 
down  during  World  War  II,  Just  as  it  had  in  World  WarX.  General 
George  C.  Marshall,  one  of  President  Roosevelt's  principal  military 
advisors,  could  no  longer  waste  time  managing  the  War  Department's 
operations.  He  shunted  the  General  Staff  to  one  side,  replacing  it 
with  a structure  that  would  assist  him  in  dealing  with  the  rapidly 
changing  problems  of  global  military  strategy.  His  command  post  was 
the  Operations  Division  (OPD)  which  provided  him  with  prompt, 
relatively  reliable  information  on  which  to  make  strategic  decisions. 
OPD  developed  streamlined  staff  procedures,  eliminating  most  of  the 
red  tape  characteristic  of  traditional  Army  Staff  procedures. 

Management  of  the  Army's  resources  to  provide  trained  combat 
units,  properly  equipped  for  deployment  in  the  right  place  at  the 
right  time  was  the  responsibility  of  the  Army  Ground  Forces,  Army  Air 
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Forces,  and  Array  Service  Forces.  Army  Ground  Forces  was  responsible 
for  training  land  forces.  Army  Air  Forces  was  responsible  not  only 
for  training,  but  also  for  the  research,  development,  and  production 
of  entire  aircraft  weapon  systems.  A Management  Division  within  the 
Office  of  the  Chief  of  Army  Air  Forces  (AAF)  was  responsible  for 
manpower  and  statistical  control,  including  the  application  of 
industrial  work  measurement  techniques.  The  Budget  and  Fiscal 
Office,  a special  staff  agency,  was  largely  an  accounting  and  °udit 
agency  because  Congress  placed  no  ceilings  an  budgets  or  manpower 
during  the  war.  Substantive  controls  over  resource  management  within 
the  AAF  rested  with  the  Assistant  Chiefs  of  Staff  for  Personnel; 
Training;  Materiel,  Maintenance,  and  Distribution;  and  Operations, 


Commitments,  and  Requirements.  In  the  field  there  was  an  Air 
Training  Command  and  a Materiel  Command.  The  latter  was  responsible 
for  research,  development,  production,  and  procurement  of  aircraft 
systems.  Army  Air  Forces  was  a rationalized  vertically  integrated 


command,  and  consequently  its  structure  permitted  generally  effective 
control  over  all  resource  management  functions. 

This  was  not  the  case  with  Army  Service  Forces,  the  agency 
charged  with  the  War  Department’s  administrative  and  resource 
management  functions,  among  other  things.  The  reorganization 
planners  unwisely  ignored  the  example  of  General  George  W.  Goetnals’ 
Purchase,  Storage,  and  Traffic  Division,  which  had  provided  an 
integrated  Array  supply  system  and  dissolved  the  separate  technical 
bureaus  during  World  War  I.  Such  a plan  had  been  suggested  to  Under 
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Secretary  of  War  Patterson  who  unfortunately  rejected  it.  Instead  of 
a rationally  integrated  command  similar  to  the  Army  Air  Forces', 
General  McMarney  ar.d  his  assistants  lumped  together  in  an  unwieldy 
holding  company  all  the  leftover  War  Department  functions  not 
absorbed  by  OPD,  AAF , and  AFF,  including  the  management  of  CONUS 
installations  and  activities.  The  reason  th3t  this  organization 
functioned  at  all  was  General  Marshall's  deliberate  selection  of 
General  Erehon  B.  Somervell,  ASF's  Commanding  General,  as  his  de 
facto  G-'J  on  global  logistics. 

Where  the  specific  resource  management  functions  within  AAF  are 
relatively  easy  to  indentify  on  an  organizational  chart,  these  same 
functions  within  ASF  were  fragmented  up  and  down  the  line.  The 
Technical  Services  still  continued  as  independent  empires,  exercising 
all  resource  management  functions,  but  they  were  under  the  overall 
control  of  ASF  headquarters.  Somervell  established  a Control 
Division  under  General  Clinton  F.  Robinson,  which  was  responsible  for 
promoting  most  industrial  management  techniques,  including  manpower 
surveys,  and  work  and  measurement  surveys  — activities  which 
antagonized  the  Technical  Services.  There  were  specifically 
designated  ASF  staff  agencies  responsible  for  personnel  management 
(except  for  War  Department  civilian  personnel,  who  were  under  the 
Chief  Clerk  in  the  Under  Secretary's  Office);  military  training  of 
technical  service  personnel  outside  AAF;  supply;  and  research  and 
development.  The  Chief  of  Finance  was  transferred  to  ASF 
headquarters  from  the  Secretary's  office,  and  The  Adjutant  General's 
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office  continued  under  ASF  to  perform  a mixture  of  personnel  and 


administrative  functions. 

Those  budgeting  functions  associated  with  base  and  installation 
management  were  performed  under  approximately  ten  service  commands 
within  CONUS,  which  allocated  funds  for  base  and  installation 
management  and  operations  within  their  areas.  Fierce  antagonisms 
developed  between  ASF  base  commanders  and  the  commanders  of  the 
training  or  technical  service  activities  located  at  those 
installations. 

Under  the  direction  of  General  Somervell's  staff,  the  Technical 
Services  were  generally  responsible  for  managing  their  own  programs. 
When  critical  shortages  in  selected  raw  materials  and  manufactured 
items  developed  during  19^2,  the  War  Production  Board  developed  a 
Controlled  Materials  Program  (CMP)  which  allocated  them  among  the 
various  military,  industrial,  and  agricultural  claimants.  (The  CMP 
was  a direct  ancestor  of  Secretary  McNamara's  Planning,  Programing, 
and  Budgeting  System  which  was  put  together  in  1961  by  two  veterans 
of  CMP,  Charles  J.  Hitcr.  and  David  Novick.  ) Serious  conflicts  also 
developed  between  ASF,  the  Navy,  and  the  War  Production  Board. 

When  nation-wide  manpower  shortages  developed  during  the  war, 
responsibility  for  personnel  management  was  further  fragmented, 
leading  one  industrial  management  expert  to  complain  that  there  was 
no  single  authority  within  the  War  Department  with  effective  control 
over  this  area.  One  of  the  most  embarrassing  problems  concerned  the 
size  of  the  Army.  Each  agency  reported  different  figures  with  the 


result  that  General  Marshall  never  knew  how  many  men  and  women  were 
in  the  Army  at  any  given  time.  A Strength  Accounting  and  Reporting 
Office  within  the  Secretary's  office,  composed  of  trained 
statisticians,  gradually  developed  relatively  accurate  military  and 
civilian  manpower  cata,  assisted  by  personnel  from  AAF’s  Management 
Division  and  ASF's  Control  Division. 

Research  and  development  functions  were  not  only  fragmented,  but 
largely  neglected  because  they  were  carried  on,  except  for  the 
Manhattan  Project,  by  the  technical  services,  v.+io  were  production 
oriented  and  interested  in  improving  existing  weapons  rather  than 
developing  new  ones.  Outside  AAF,  very  few  military  officers  thought 
then  or  later  in  terms  of  entire  weapon  systems. 

The  most  serious  problem  during  the  v/ar  in  the  production  of  new 
or  improved  weapons  was  the  long  lead  time  between  requests  from 
theater  commanders  for  weapons  and  equipment  and  their  arrival  on  the 
battlefield.  A New  Developments  Division  was  added  to  the  War 
Department  Special  Staff.  Its  function  was  to  expedite  battlefield 
delivery  of  requested  equipment,  end  the  activities  of  thi3  division 
supplemented  rather  than  conflicted  with  the  Army  Service  Forces 
Research  and  Development  Division's  responsibilities  and  those  of  the 
technical  services,  particularly  the  latter's  producer  testing  boards 
and  the  AGF's  consumer  testing  activities  at  various  proving  grounds. 
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Resource  management  functions  in  the  Army  during  the  Korean  War, 
with  one-  exception , represented  ?.  return  to  the  antiquated  pre-Vorld 
War  II  system,  based  on  the  technical  services  and  the  General  Staff 
organized  as  a senes  of  operating  directorates.  The  Eisenhower 
Reorganization  of  19^6,  abolishing  both  OPD’s  wartime  role  and  the 
ASF,  represented  a complete  rejection  of  modern  industrial  management 
techniques,  although  the  Technical  Services  retained  some  functions 
of  ASF’s  Control  Division.  Organizational  planning  had  been  o 
responsibility  of  ASF’s  Control  Division.  For  no  rational  reason 
vestigial  elements  of  this  function  were  assigned  to  the  Organization 
and  Training  Directorate  whose  officials  knew  little  or  nothing  about 
the  subject. 

The  reason  that  some  agency  on  the  General  Staff  had  to  take  on 
these  duties  was  the  continuing  feud  over  funds  for  installation  and 
base  operations,  which  the  six  CONUS  armies  had  inherited  from  the 
ASF  service  commands  after  the  war.  Disagreements  came  up  the  chain 
or  cum.na.c5  daily  tnrougn  tea  Organization  ano  I ruining  Directorate. 

No  one  on  the  Army  Staff  was  satisfied  with  this  fragmented 
approach  towards  resource  management.  In  an  effort  to  improve 
financial  management  after  passage  of  the  National  Security  Act  of 
19**7,  Secretary  Kenneth  Royal  1,  with  the  approval  of  General 
Eisenhower,  directed  the  creation  of  a military  Army  Comptroller 
(later  Comptroller  of  the  Array),  with  a civilian  deputy,  who  v:ould 
report  to  both  the  Secretary  and  the  Chief  of  Staff.  In  early  19^8, 


this  office  took  uver  those  agencies  responsible  for  the  Army’s 
financial  management:  the  Chief  of  Finance,  the  Budget  Office,  the 
War  Department  I'aipowrr  board,  the  Central  Statistical  Office 
(formerly  the  Strength  Accounting  ana  he  porting  Office),  and  the 
Chief  of  Staff's  "Mariazemsnt  Offact,"  a mis’ ending  title  because  this 
agency  was  responsible  for  administrative  management  within  the  Army 
Staff,  primarily  budget  and  personnel  management. 

Within  the  Comptroller's  office,  the  Chief  of  Finance,  including 
tie  .iiu.j  lud„l  sy,  of-J  the  jJudft.-.  Division  were  store  Co’:cc»v<  r. 
with  fiscal  management  and  accountability  than  financial  management 
in  its  broader  sense.  The  Statistical  Division  was  responsible 
primarily  for  the  development  and  control  of  statistical  reports. 

The  Management  Division,  whose  functions  were  repeatedly  referred  to 
as  "management  engineering,"  t-ook  over  the  substance  of  ASF  Control 
Division's  functions. 

The  Management  Division,  supported  by  an  outside  management 
consultant  firm,  repeatedly  tried  without  success  to  integrate  the 
technical  services  along  i'unct  iore.l  lines.  Euagsfs  arc.  account  in;, 
became  the  primary  interests  of  most  comptrollers,  and  the 
traditional  General  Staff  agencies  tended  to  scorn  this  office  as 
merely  a glorified  budget  office.  Some  industries  had  similar 
experiences  with  their  comptrollers. 
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DeU.cen  Korea  and  Vcl'anara 


Held  up  by  the  requirements  of  the  Korea  War,  a decade  of 
piecemeal,  fragmented,  and  renerully  unsuccessful  efforts  to 
consolidate  programming , budgeting,  financial  management,  and 
manpower  began  in  1953.  The  impetus  for  change  came  from  the 
financial  management  amendments  to  the  National  Security  Act  passed 
in  19*<9.  They  had  called  for  establishing  comptrollers  in  OSD  and 
the  three  services  and  for  the  introduction  ot  functional  program 


budgets.  The  first  OSD  Comptroller,  Wilfred  H.  McNeil,  was 
responsible  for  restructuring  the  Congressional  defense 
appropriations  categories  along  functional  lines.  The  term  "program" 
has  meant  different  things  to  different  people,  but  the  McNeil  Army 
budget  was  divided  into  eight  functional  categories  initially, 
including  OMA,  PEMA,  R and  D,  MCA,  and  MPA. 

The  Army  Staff  had  been  reorganized  in  1950  to  provide  for  "three 
deputies"  above  the  General  Staff,  one  for  program  planning,  another 
for  program  eve cut ion,  and  tne  Comptroller  for  program  review  and 
analysis  on  a three-year  cycle.  Programs  in  practical  terms  except 
in  installation  and  base  operations  existed  on  paper  only  within  the 
Army  until  the  late  1960s.  The  chief  cause  of  the  trouble  was  the 
complete  divorce  between  military  plans  developed  by  the  Joint  Chiefs 
of  Staff  and  the  financial  resources  available  to  support  them. 

In  practice,  the  Army  Staff  found  it  difficult  to  meet  budget 
cycle  deadlines,  let  alone  prepare  programs.  The  functional  budget 
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categories  deprived  the  Technical  Services  of  their  own  budgets,  a 
cajor  step  towards  their  ultimate  dissolution.  Budget  procedures  had 
to  be  completely  rewired.  The  Technical  Services  rad  to  develop 
separate  budgets  for  each  functional  category.  The  Artiy  Staff 
agencies  responsible  for  the  various  categories  had  to  try  and 
allocate  funds  so  tnat  the  total  package  for  each  Technical  Service 
was  properly  balanced  between  its  missions  and  the  resources  to 
support  them. 


The  creation  :f  a major  3onb«t  training,  ccrrrard,  USOOHASC,  ir. 

1955  made  it  possible  for  Army  Staff  agencies  to  deal  with  a single 
headquarters  instead  of  separate  CONUS  armies.  These  agencies 
allocated  budgetary  resources  to  CONAF.C  which  in  turn  sub-allocated 
funds  to  the  CONUS  armies  for  further  allocation  to  installations  and 
base  activities.  At  the  same  time,  the  decade-old  feud  over 
housekeeping  was  solved  by  allotting  funds  for  suen  activities  to  the 
Technical  Service  headquarters,  which  used  them  to  reimburse  base 
commanders  for  common  services.  A new  technique  for  managing  common 
defense  programs,  the  Single  Manager  System,  was  adopted.  The 
Quartermaster  Corps  contained  the  largest  number  of  the  Army’s. single 
managers,  whose  offices  were  organized  within  the  headquarters  of  the 
technical  services  involved. 

At  the  Army  Staff  level  General  Williston  B.  Palmer,  the  Vice 
Chief  of  Staff,  abolished  the  "three  deputy"  experiment,  in  1955,  a 
move  which  resulted  in  reshuffling  the  assignment  of  many  resource 
management  functions.  Each  Army  Staff  agency  had  its  own  comptroller 
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whose  responsibilities  included  management  engineering.  The  Office 
of  the  Deputy  Chief  of  Staff  for  Logistics  had  a complicated 
structure  for  managing  the  technical  services’  resources.  It  had  a 
special  Business  and  Industrial  Management  office;  a director  for 
personnel  responsible  for  civilian  and  military  personnel  management 
and  manpower  functions;  a director  of  programs  and  budget  responsible 
for  allocating  funds  among  the  Technical  Services,  and  a director  of 
installations  responsible  for  housekeeping  functions.  A new  general 
staff  agency,  the  Chief  of  Fecearch  anu  Development,  was  formed,  but 
responsibility  within  the  technical  services  for  this  function 
remained  subordinate  to  production  and  procurement.  The  Deputy  Chief 
of  Staff  for  Operations  also  became  responsible  for  organization  and 
training  activities. 

Coordinating  resource  management  activities,  fragmented  among 
staff  agencies  and  technical  services,  was  difficult  and  time 
consuming,  and  General  Palmer  as  Vice  Chief  of  Staff  sought  to  pull 
these  functions  together  under  the  Secretary  of  the  General  Staff. 
Manpower  management  and  controls  within  the  Army  Staff  were  assigned 
to  a new  Staff  Management  Division,  whose  functions  overlapped  those 
of  the  Comptroller's  Management  Division.  Policy  planning  was 
assigned  to  a Coordinating  Group.  Initially  its  primary  mission  was 
to  assist  the  Chief  of  Staff  in  obtaining  more  resources  for  the 
Army.  Another  Program  and  Analysis  Group,  assisted  by  Program  and 
Budget  Advisory  Committees,  was  responsible  for  balancing  Army 
programs  with  the  reduced  financial  and  manpower  resources  available. 
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A major  problem  within  the  Army  Staff  during  the  1950s  was  the 
preoccupation  of  military  officers  with  operations,  which  led  them  to 
neglect  the  actions  of  those  agencies  which  in  fact  were  determining 
the  size  and  structure  of  the  Army. 

Relations  between  the  Army  Staff  and  the  secretariat  became  more 
complicated  with  the  creation  of  five  functional  assistant 
secretaries  in  place  of  the  one  in  existence  when  the  Korean  war 
began.  Four  of  them  involved  resource  management:  financial 
management:  manpower  and  reserve  forces;  logistics;  and  research  and 
development.  These  paralleled  a similar  reorganization  within  OSD 
and  led  to  charges  than  and  later  that  the  secretariat  was 
unnecessarily  duplicating  the  functions  of  the  Army  Staff,  resulting 
in  excessive  coordination  and  paperwork. 

Ihe.  McNamara  f cried..  136 1--1965 

When  Robert  S.  McNamara  became  Secretary  of  Defense,  he  was  an 
accomplished  technocrat  and  an  effective  chief  executive  officer.  He 
brought  with  him  from  the  Ford  Motor  Company  all  the  latest 
industrial  resource  management  techniques  and  a management  philosophy 
of  centralizing  responsiblity  in  a single  individual  rather  than 
committees.  This  enabled  him  to  establish  firm  civilian  control  over 
the  military  services.  Almost  immediately  he  ordered  an 
investigation  of  the  functions  of  the  technical  services  in  the  Army 
under  Project  80.  This  examination  was  carried  out  by  a special 
in-house  Army  task  force  within  the  Comptroller's  Management 
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Directorate.  The  result  was  to  dissolve  the  headquarters  of  £-11  the 
Chiefs  of  the  Technical  Services,  excect  The  Surgeon  General  and  the 
Chief  of  Engineers.  All  tho3e  functions  associated  with  the  life 
cycle  management  of  weapon  systems  were  assigned  ♦;>  2 new  major  field 
command,  the  Army  Materiel  Command.  Technical  training  functions 
were  transferred  to  the  'J.S.  Continental  Army  Command,  and  officer 
personnel  career  management  to  an  Office  of  Personnel  Operations,  a 
field  agency  of  ODCSPER.  A third  agency,  the  Combat  Developments 
Command,  was  assigned  to  develop  new  long-range  combat  doctrine  basad 
on  changes  in  science  and  technology.  In  practice  this  agency  became 
deeply  involved  in  assisting  a new  General  Staff  agency,  the 
Assistant  Chief  of  Staff  for  Force  Development,  created  in  1963  and 
made  responsible  for  developing  the  Army's  force  structure. 

Within  AMC  a major  problem  developed  because  it  inherited  the 
technical  services'  old  commodity  commands  more  or  less  intact.  The 
result  was,  as  indicated  earlier,  the  continued  subordination  of 
research  and  development  to  considerations  of  production  and 
procurement.  AMC's  first  Command. ing  General,  General  Frank  S. 

Besson,  Jr.,  bypassed  the  commodity  commands  in  the  development  of 
new  weapons  by  placing  them  under  Project  Managers,  who  cut  across 
regular  command  channels  and  had  direct  access  to  him  when  crises 
arose.  The  Project  Managers  generally  employed  some  form  of 
milestone  schedule  by  which  to  measure  progress,  probably  the  first 
use  of  this  management  technique  :n  the  Army. 
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The  bulic  of  the  Army  Quartermaster  supply  personnel  were 
transferred  under  Project  to  the  Defense  Supply  Hrenov,  along  v/ith 
most  of  their  derots. 

Agencies  of  the  General  Staff  were  generally  successful  in 
defeating  Project  80  recommendations  affecting  their  direct 
interests.  The  only  immediate  change  affecting  the  Army's  resource 
management  was  to  place  strategy,  policy,  and  planning  analysis  under 
a Director  of  Coordination  and  Analysis,  and  responsibility  for 
coordinating  Ar.'.y  budget  and  programs  under  a Director  of  Army 
Programs. 

The  Army  staff  still  had  not  developed  an  effective  three-year 
planning,  programming,  and  budget  cycle,  but  Secretary  McNamara 
insisted  they  do  so  under  his  mission-oriented  Planning,  Programming 
and  Budgeting  System  and  Five  Year  Defense  Program  (PPBS/FYDF),  which 
introducing  zero  based  budgets,  among  other  things.  McNamara 
insisted  on  prompt,  accurate,  and  complete  management  informations 
systems  to  support  the  Army's  requests  for  resources.  Only 
integrated  automatic  data  processing  systems  could  supply  this 
information,  and  the  Army  had  none.  There  were  many  data  processing 
systems  of  all  kinds  throughout  the  Army,  but  none  of  them  could 
provide  the  Army  staff  with  the  information  McNamara  demanded. 

At  the  same  time,  the  Secretary  of  Defense  demanded  further 
information  which  would  systematically  analyze  the  effectiveness  of 
alternative  Array  force  structures.  The  Army  Staff  could  not  supply 
this  information  since  it  lacked  trained  systems  analysts. 
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Consequently,  systems  analysts  from  the  OSD  comptroller's  office 
began  to  bypass  the  Army  staff  and  obtain  the  data  they  required 
wherever  they  could  find  it.  During  Secretary  McNamara' s incumbency 
the  Army  staff  simply  had  to  accent  programs  and  force  structure 
analyses  developed  by  Mr.  McNamara's  "brair.  trust." 

The  Army  staff  rejected  all  attempts  to  integrate  its  fragmented 
management  information  systems,  first  by  a branch  of  the 
Comptroller's  Management  Directorate  under  AUTOPROBE  from  1961  to 
i.9o3  ant;  then  under  a Special  Assistant  for  Army  Information  Systems 
(AIDS)  within  the  Chief  of  Staff's  office  from  1964  to  1967. 

During  the  early  McNamara  period  manpower  management  was 
fragmented  among  DCSPER,  including  its  staff  support  agencies,  OPD, 

TAG,  COA's  Management  Directorate,  and  the  Staff  Management  Division 
(SMD)  within  the  Office  of  the  Chief  of  Staff.  Financial  management 
was  the  responsibility  of  the  Comptroller,  but  it  had  to  coordinate 
allocations  of  OMA  funds  for  base  operations  with  other  staff 
agencies  involved,  principally  DCSLOG,  before  sub-allotting  those 
funds  T.u  U SCON  ARC  and  AMC.  Training  wa3  a responsibility  of  DCSCPS, 
but  the  principal  agency  for  spending  such  funds  was  USCONARC.  Those 
Army  management  functions  associated  with  management  engineering, 
e.g.  work  measurement,  were  performed  generally  through  the  Army's 
chain  of  command  under  the  general  guidance  of  COA'S  Management 
Directorate.  Within  the  Army  Staff,  these  were  functions  of  SMD. 
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lfae_-Vietna.n_War.  1965-68 


The  Vietnam  War  intensified  the  Army  Staff's  problems  outlined 
above.  Lacking  any  integrated  programs  and  business  management 
information  systems,  the  Army  Staff  found  that  it  could  not  "get  the 
people  it  needed  to  roan  the  structure  it  thought  it  should  have,  and 
it  bought  equipment  for  units  it  could  not  roan."  As  the  war 
escalated,  Secretary  McNamara  and  the  staff  of  his  Assistant 
Secretary  for  Systems  Analysis  intervened  directly,  determining  the 
size,  structure,  and  equipment  of  individual  combat  units,  such  a3 
helicopter  companies.  The  Army  Staff  was  simply  unable  to  challenge 
effectively  the  information  on  which  Secretary  McNamara  made  his  Army 
force  structure  decisions.  The  agencies  within  the  Chief  of  Staff's 
office  struggling  with  those  problems  were  hamstrung  by  Chief  of 
Staff  General  Harold  K.  Johnson's  insistence  that  they  do  nothing 
which  interfered  with  the  assigned  responsibilities  of  the  General 
Staff. 

A temporary  makeshift  arrangement  directed  by  Secretary  McNamara 
in  early  1966  through  Secretary  of  the  Army  Stanley  H.  Resor  led  to 
the  creation  within  the  Chief  of  Staff's  Office  of  a directorate  for 
Force  Planning  and  Analysis.  Staffed  in  part  by  systems  analysts 
from  OSD,  this  agency  was  supposed  to  coordinate  Army  programs  and 
develop  integrated  management  information  systems  as  well  as  perform 
some  planning  analysis.  This  arrangement  did  not  last  long,  partly 
because  General  Johnson  continued  to  insist  that  it  should  not 
interfere  with  the  assigned  responsibilities  of  the  General  Staff. 
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General  Johnson  and  Secretary  Resor  had  good  reason  to  fear  that 


Secretary  McNamara  might  ignore  the  Array  Staff  completely. 
Consequently,  in  I’ebruary  19i7,  General  Johnson  told  the  General 
Staff  he  was  creating  an  office  of  Assistant  Vice  Chief  of  Staff  as  a 
temporary  "integrating  ar.d  review  mechanism"  for  integrating  the  Army 
resource  management  functions.  The  Assistant  Vice  Chief's  office 
consisted  of  a Coordinator  of  Army  Studies  with  a small  staff,  and 
three  operating  directorates  for  force  planning  analysis,  weapons 
system  sLnaiye:=s,  and  manager. ent  information  systems,  while  General 
Johnson  remained  Chief  of  Staff,  the  Assistant  Vice  Chief's  office 
could  not  perform  its  functions  effectively  partially  because  of 
General  Johnson's  continued  restrictions  concerning  the 
responsibilies  of  the  General  Staff  Chiefs.  The  latter  vetoed  many 
projects  aimed  at  integrated  programming  and  management  information 
systems. 


VOLAR.  1969-1977 


General  Johnson's  retirement  in  July  19 68  was  followed  by  a new 

administration  in  the  White  House,  the  beginning  of  American  military 
withdrawal  from  Vietnam,  and  an  attempt  to  rely  on  a small  highly 
professional  volunteer  army  supplemented  by  trained  and  ready 
reserves.  Melvin  R.  Laird,  the  r.ew  Secretary  cf  Defense,  announced  a 
policy  of  "participatory  management"  by  the  Armed  Services  in  making 
resource  management  decisions.  This  meant  that  the  Army  would  have 
to  justify  its  requests  for  resources  on  the  basis  of  the  kind  of 
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systems  analysis  previously  performed  within  Secretary  McNamara's 
office.  If  the  Army  failed  to  provide  such  detailed  Justifications, 
OSD  might  not  accept  or  could  cut  tack  the  Army's  requests  for 
resource.-,.  Concoamitantly,  the  Arr.y  was  also  directed  to  cut  back  an 
additional  billion  dollars  in  its  budget  requests  for  1970. 

uy  tnis  time  the  Army  had  had  a change  of  guard.  General  William 
C.  Westmoreland,  the  new  Chief  of  Staff,  appointed  a management 
oriented  Vice  Chief,  General  Bruce  Palmer,  Jr.,  as  general  manager  of 
the  Army  and  Arssj  Staff.  General  Palmer  in  turn  supported  the  r.cw 
Assistant  Vice  Chief  of  Staff,  General  William  E.  DePuy,  in  his 
efforts  to  restructure  and  reform  the  Army  Staff's  resource 
management  systems.  The  General  Staff  Chiefs  were  not  allowed  to 
veto  General  DePuy 's  projects  for  integrating  the  Army  programming 
and  management  information  systems. 

To  deal  with  decreasing  Congressional  appropriations,  General 
DePuy  created  the  Select  Committee  (SELCOM),  composed  of  the  General 
Staff  Chiefs.  Under  General  DePuy's  chairmanship,  SELCOM  by  majority 
vote  made  the  difficult  decisions  promntly  on  which  budget  requests 
had  to  be  cut  back  and  by  how  muen.  Within  four  years  General  DePuy 
had  institutionalized  an  effective  integrated  Army  planning, 
programming,  and  budget  cycle.  The  Program  Analysis  and  Evaluation 
directorate  (PAE),  as  it  is  now  called,  directed  the  detailed  staff 
work  involved.  Its  present  director,  Major  General  Maxwell  R. 
Thurman,  was  Chief  c.'  the  Program  Development  Team. 
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Restructuring  the  Army's  research,  development,  and  acquisition 
of  materiel  was  more  difficult,  because,  as  indicated  above,  the 
major  problem  lay  in  AMC's  commodity  subcommands.  However,  the 
directorate  of  Weapons  Systems  Analysis,  working  througn  a new  Army 
Systems  Acquisition  Review  Council  (ASARC),  forced  the  Army  Staff  and 
AMC  to  produce  more  effective  justification  and  analysis  of  their 
requests  for  resources.  In  1972  the  decision  to  concentrate  efforts 
on  five  new  weapons  systems  forced  AMC  to  place  greater  emphasis  on 
research  anc  development. 

General  DePuy  was  also  the  driving  force  behind  the  mammoth  1973 
CONUS  reorganization  known  as  Operation  Steadfast.  Pressures  both 
outside  and  inside  the  Army  made  such  a reorganization  advisable. 
Outside  the  Army  there  was  political  pressure  to  reduce  headquarters 
stiff  anc  improve  the  "teeth  to  tail"  ratio  between  combat  and 
support  forces.  Within  the  Army  there  was  mounting  criticism  that 
CONARC's  span  of  control  was  too  large  and  that  CONARC  was  unable  to 
direct  the  many  functions  and  missions  assigned  to  it.  It  had  not 
provided  the  klrtl  of  trained  technical  personnel  formerly  provided  by 
the  technical  services.  CONARC's  school  system  lacked  a link  between 
training  and  doctrine,  the  latter  a function  that  CDC  was  not 
performing  very  well.  There  were  also  too  many  headquarters  echelons 
between  C01URC  and  the  installation  level. 

By  February  1973  General  DePuy,  using  butcher  boards,  paper  and 
magic  markers  and  assisted  by  a small  staff  from  the  Coordinator  of 
Array  Studies,  had  developed  and  successfully  marketed  the  concept 
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behind  Operation  Steadfast.  Approval  along  the  entire  chain  of 
command  from  Secretary  Laird  down  to  the  Array  staff  led  swiftly  to 
the  development  of  implementation  plans  and  appointment  of  Genera] 
James  G.  Xalergis  as  Project  Manager  for  the  Reorgar.izaion.  Colonel 
Paul  J.  Raisig,  Jr.,  became  his  deputy.  Both  mer.  had  considerable 
experience  under  General  Johnson  with  Army  resource  management 
problems  and  shared  Genral  DePuy's  management  philosophy. 

Accordingly,  they  prepared  a milestone  schedule  for  monitoring  the 
progress  of  ‘.he  reorganization.  As  completed  in  cid-1573,  Operation 
Steadfast  abolished  CDC  and  split  CONARC  into  a single  Training  and 
Doctrine  Command  (IRADOC),  which  absorbed  CDC's  primary  functions, 
and  a Forces  Command  (FORSCOM),  responsible  for  the  combat  readiness 
of  all  active  and  reserve  combat  forces  within  CONUS.  The  CONUS 
armies  were  eliminated  from  the  chain  of  command  between 
TRADOC/FORSCOM  and  installations  commanders.  The  latter  also 
commanded  the  major  FORSCOM,  TRADOC,  or  Array  activities  located  at 
the  installations,  solving  the  housekeeping  structural  problems 
effectively.  A.  small,  high  quality,  and  independent  Operational  Test 
and  Evaluation  Agency  and  a Concepts  and  Analysis  Agency  capable  of 
analyzing  weapons  systems  and  force  design  at  the  departmental  level 
were  established. 

The  integration  of  Army  health  services  under  a single  command, 
the  Health  Services  Command,  also  took  place  in  1973.  A study 
analyzing  the  need  to  restructure  AMC  headquarters  and  commodity 
commands  proceeded  independently,  as  discussed  below. 
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General  DePuy  became  the  first  commanding  general  of  TRADOC  in 
1973  and  instituted  the  same  kind  of  management  reforms  he  nad 
developed  as  Assistant  Vice  Chief  of  Staff.  General  Kaiergis  became 
Assistant  Vice  Chief  of  St3ff  and  Colonel  fiaisig,  as  heac  of  a 
Special  Projects  Office,  continued  monitoring  the  progress  of 
Operation  Steadfast  and  Project  Concise,  which  involved  closure  of 
installations  and  activities  no  longer  needed  but  with  considerable 
political  implications. 

On  the  'reel.-:  of  Operation  Steadiest,  Chief  c.f  Staff  General 

Creighton  W.  Abrams  initiated  the  major  reorganization  of  the  Army 
Staff  in  twenty  years.  General  Kaiergis  undertook  to  develop  and 
market  the  concept  behind  the  reorganization,  using  procedures 
similar  to  those  employed  by  General  DePuy  in  Operation  Steadfast. 
There  were  several  reasons  behind  General  Abrams's  desire  to 
restructure  the  Army  Staff.  He  wanted  to  cut  back  the  Army  Staff  by 
transferring  essentially  operating  functions  to  the  field  and 
expected  to  reduce  the  Army  Staff  by  50  percent  in  the  process. 
Secondly,  he  sought  to  integrate  all  activities  associated  with  a 
particular  function  as  much  as  possible  in  one  staff  agency  to  reduce 
unnecessary  lateral  coordination.  Finally,  he  sought  to  eliminate 
excessive  red  tape  and  paper  work,  which  could  lead  to  as  many  as 
twenty-six  reviews  of  a proposed  action  before  it  reached  the  Chief 
of  Staff  or  Vice  Chief  for  decision. 

Over  a two-year  period  General  Abrams  cut  back  the  Office  of  the 
Chief  of  Staff  itself  by  fifty  percent.  In  the  197^  staff 


ms  fa®  is  msi  wain  > TCAcnosi5 

22  TOM  COPY  10 


reorganization  there  were  two  principal  changes:  the  offices  of 
Assistant  Vice  Chief  of  Staff  and  the  Secretary  of  the  General  Staff 
were  eliminates]  and  combined  in  a Director  of  the  A ray  Staff  with  the 


rank  of  lieutenant  general.  Secondly,  a Directorate  of  Management 
was  created  which  absorbed  the  Special  Projects  Division  (renamed  the 
Army  Management  Division),  the  functions  of  SMD,  and  those  of  the 
Comptroller's  Management  Directorate. 

The  most  significant  change  in  the  Army  Staff  concerned  the 


Ara?*s  s:un.i  criticised  mat  end  acquisition  programs.  ^ rirgle 

Deputy  Chief  of  Staff  for  Research,  Development,  ar.d  Acquisition 
(DCSFDA)  centralized  responsibility  for  directing  the  entire 
life-cycle  management  of  all  materiel  systems.  The  Weapon  Systems 
Analysis  Directorate  in  the  Assistant  Vice  Chief  of  Staff's  office 
was  transferred  to  this  new  agency.  The  production  and  procurement 
functions  of  the  Deputy  Chief  of  Staff  for  Logistics  were  also 
transferred  to  DCSRDA. 

Other  changes  affecting  the  Army's  resource  management  structure 
were  the  consolidation  cf  no at  narrower  management  policy 
responsibilities  in  ODCSPER  and  the  creation  of  a Military  Personnel 
Center  (M1LPERCEN)  as  its  principal  field  operating  agency.  Civilian 
personnel  management  functions  within  the  Army's  Washington 
headquarters  were  transferred  to  the  Military  District  of  Washington, 
an  agency  responsioie  for  support  services  for  the  Department  of  the 
Army  and  other  DOD  agencies.  Responsibilities  related  to  the  Army's 
force  structure  were  transferred  from  the  Assistant  Chief  of  Staff 
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for  Force  Development  (ACSFOR)  to  the  Deputy  Chief  of  Staff  for 
Operations  and  Plans. 

The  effectiveness  of  DCSFOA's  resource  management  deperded  on  the 
lone  overdue  reorganization  of  AHC  commodity  commands.  This  was 
accomplished  during  FY  1?76  i/her.  AMC  was  redesignated  as  the  Materiel 
Development  and  Readiness  Command  (DARCGM)  with  two  deputy  commanding 
generals,  one  for  Materiel  Development  and  the  other  for  Materiel 
Readiness.  Still  in  the  process  of  realignment  are  eight  research 
and  development  cj::;r..ands  aid  five  readi ;v;m3  uom-j-ands. 

A politically  sensitive  area,  foreign  military  sales,  was  another 
ease  where  responsibility  had  been  fragmented  throughout  the  Army. 

In  1975  a Coordinator  of  Army  Security  Assistance  (CASA)  was  created 
to  develop  and  institutionalize  a means  of  integrating  a very  complex 
network  of  relations  within  the  Army  Staff  and  DARCGM  and  with 
agencies  outside  the  Army.  With  the  successful  accomplishment  of 
this  mission,  CASA  was  abolished  and  its  functions  taken  over  by 
DCSLOG  and  DARCOM's  International  Logistics  Command. 

The  Current  Situation 

The  developments  involving  SELCOM  during  1977  were  the 
reassignment  of  the  Director  of  Management  Information  Systems  as 

V 

Director  of  Army  Automation  (DAA),  who  is  now  responsible  for  policy, 
planning,  and  resource  management  of  all  Army  automated  information 
systems,  including  those  intended  for  combat  ana  those  incorporated 
within  particular  combat  weapons  systems.  It  operates  under  the 

24 

IBIS  PAGE  IS  BEST 
j*PXjJ4  COPY  FURNISH 


quality  practicable 
edtoddc  — 


accepted  industrial  management  principle  of  centralized  direction  and 


decentralized  responsibility  and  authority  for  operations. 

The  second  development  changed  SELCCM's  missions.  Formerly  a 
Committee  responsible  for  integrating  the  operations  of  the  Army's 
planning,  program,  and  budget  cycle,  it  r.ow  has  the  added 
responsibility  for  integrating  the  Army's  strategic  planning 
functions,  and  has  set  up  a Strategic  Planning  Subcommittee  under  the 
chairmanship  of  DCSCP3.  A third  development  was  the  creation  of  the 
tiu.y  c’l.vi  u^nlroi  i.a.v^reuiai. •;  o t-.^uc^urv  (AC;_  iiu  > , under  the 

sponsorship  of  DCSOPS,  with  a policy  planning  council,  a steering 
Committee,  and  a working  group.  The  AC^  MS  seeks  to  provide  a 
cohesive  Army  effort  in  developing,  fielding,  and  integrating  Army 
command  and  control  systems  for  all  levels  of  command.  Another  major 
project  r..;:  under  way  is  the  Integration  of  Command  and  Control, 
Computers,  and  Communications ( C^ ) . 

According  to  some  critics,  there  remains  a question  concerning 
the  advisability  of  combining  the  resource  management  functions 
formerly  ,*orf u'-mr i off-line  by  the  Assistant  Vice  Chief  of  Staff  with 
the  routine  administrative  functions  performed  by  the  Secretary  of 
the  General  Staff.  They  were  separated  with  good  reason  in  1967  and 
the  questiun  might  be  reexamined. 

There  is  another  issue  — the  desirability  of  establishing  a 
separate  career  pattern  for  military  managers  apart  from  those 
centered  on  Military  operations.  Effective  military  managers  are 
relatively  scarce,  and  troop  command  has  not  generally  proved  to  be 


an  adequate  training  ground  for  resource  managers  in  a complex 
military  establishment. 
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